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Abstract: In 2011, a new Macquarie University Library building was opened which, in 

its design, reflected the changing research and learning behaviours of its users. At the 

same time, the Library began a review to investigate how it could best structure its 

services to meet these changing behaviours. The starting point for this review was the 

Library‟s clients: Macquarie University Library sought to understand how clients used its 

services, which services they valued and whether there were gaps in the services 

provided. The resultant analysis provided important insights not only in relation to the 

delivery of services but also for the structure of the service delivery division of the 

Library.  

1. Introduction 

Macquarie University is one of Australia‟s leading universities, with an 

enrollment of over 37,000 students. In 2011, a new Macquarie University 

Library building was opened which, in its design, reflected the changing 

research and learning behaviours of its users. In preparation for, and as part of, 

its relocation to the new building, Macquarie University Library commenced a 

review of its services. The new building opened up opportunities to support 

students and academics in a modern, well equipped and flexible physical space. 

In the first stage of the review, the Library developed a new organisational 

structure focused on two main Library outcome areas, Services and Resources. 

The Services Department is the particular focus of this paper.  

The Library Services Department was formed by combining various direct client 

service branches. It consisted of approximately 70 staff across four work groups. 

 Liaison Services: in this group, there were two teams providing support 

for academics and for research activities at the University. 

 Access Services: this comprised one large team of para-professional 

staff. 

 Shelving: this consisted of one team of shelvers and supervisors. 

 Service Coordinators team: this was a new team created to support the 

Library‟s transition to the new building. 



These teams were task-oriented, rather than being focused around clients. They 

also operated relatively independently and were somewhat siloed in their 

activities. 

In 2011, a review of the Services Department was initiated. The brief for the 

review was, firstly, to engage with staff and refocus all activities and service 

provision from a task-based orientation to a client orientation. The other key aim 

was to review the structure and develop staff into teams that would be able to 

collaborate effectively on the planning and execution of client-focused services, 

but with the ability to re-adjust when needed to fit emerging client needs. 

This paper describes the research undertaken as part of the review process, 

which involved working with both clients and staff. It then discusses the 

findings of the research and how these formed the basis of a significant 

organisational restructure at the Library. The review has also contributed to an 

emerging cultural change at the Library. 

2. Review approach 

i. Environmental scan 

Method 

One of the first steps in the review was to build a strong understanding of the 

context in which the Library was operating. Library staff from various 

departments were invited to participate in an analysis of social and academic 

trends relevant to the Library and its future service strategies.  

Findings 

The main issues for consideration were found to be:  

 Clients still see the Library in the context of the physical. They don‟t 

understand the range of services available online through the Library 

nor how to use those services effectively. 

 The Library needs to refocus service provision according to 

contemporary expectations. Clients want services at the time of need, 

customised to their needs, and automated in line with the service 

delivery they expect from other service providers.  

 Consistent with the general trend in the developed world, Australia 

aims to increase the percentage of the population with higher degrees. 

Macquarie University student numbers continue to grow and so the 

Library needs strategies to cater to large student numbers.  

 Macquarie University has a strategic focus on building a stronger 

research culture and improving research outcomes. This, coupled with 



the increasing amount of information being published, requires a 

strategic move to specialisation within the Library. 

 Staff demographics present a particular challenge, with a large number 

of expected retirements in the next 10 years. Planning is required to 

ensure continuity and succession of expertise.  

This environmental scan set the scene for the next stage of the review, which 

was to collect data about the Library‟s clients. 

ii. Developing a profile of the Library’s clients 

Method 

This phase of the review drew on staff experience in working with clients. There 

was extensive staff consultation in order to: 

 Identify and understand the main client groups;  

 Discuss the services the Library has to offer to its clients; and  

 Identify any gaps in the current service provision from a staff 

perspective.  

Data was collected from staff through: 

 Two focus groups, which were open to all Library staff. All Library 

Services teams were represented. 

 Feedback from Library staff submitted via the Library Intranet or 

directly to a nominated Service Review Project Group member. 

Findings 

As a result of this work, the Library was able to agree on a framework for 

understanding its client base. Clients were segmented into three main groups: 

1. Macquarie University clients, who include academic staff, other 

general and professional staff, and undergraduate and postgraduate 

students. 

2. Ex-Macquarie University clients, including alumni and former staff. 

3. Non-Macquarie University clients, who include students from the 

Sydney Institute of Business and Technology (SIBT), a college 

affiliated with the University, students of other universities who pay for 

access to Macquarie University Library, Open University students and 

school students from the local community. These clients cannot access 

the full range of Library services. 

This segmentation then influenced the design of the subsequent phase of data 

collection. 



iii. Understanding the client perspective 

Method 

To understand clients‟ expectations and needs, qualitative research was 

conducted with clients. The research design was based on the client 

segmentation developed with staff and focused mainly on Macquarie University 

clients, although some non-Macquarie University clients were included. 

 Senior academics and teaching staff: 

o In-depth, one-to-one interviews were conducted with nine 

senior academics (Associate Deans). 

o One focus group was held with six academics involved in 

teaching roles. 

 Students of Macquarie University, both undergraduate and 

postgraduate: 

o Two focus groups were held with post-graduate students. 

Seven students participated in each group. 

o Two focus groups were held involving a total of nine 

undergraduate students. 

 Students from SIBT, who have some, but limited, access to the 

Library‟s resources and services: 

o One focus group was held with eight SIBT students. 

The interviews and focus groups followed a standard discussion guide, adapted 

as required to the fit the particular context.  

Findings 

Analysis of the client research revealed some important themes and issues. 

Similarities and differences were recorded across the range of client groups. 

How do clients use the Library? 

 Senior academic staff use the Library remotely and are unlikely to visit 

the physical space. 

 All other client groups use the Library both remotely and on-site.  

What do clients expect of the Library? 

 Senior academic staff expect the Library to: 

o Support the University‟s strategy of strengthening its research 

culture; 

o Provide quick and easy access to resources; 

o Provide a welcoming physical space for students. 



 Students expect easy access to the full range of research resources as 

well as high quality physical facilities, such as computers and printers. 

What do clients value about the Library? 

 All clients value face-to-face consultations with Library staff. 

 Academics value the direct contact with the Library provided through 

the Liaison Librarian, whose role is to provide research consultations as 

well as information about the Library. 

 While students value the assistance provided by Library staff, much of 

the assistance they seek relates to the use of the Library‟s facilities 

(such as printers) rather than research assistance. 

What are the areas for action? 

The research highlighted some important issues for the Library to take into 

account when planning for service delivery: 

 Faculties operate in different research environments, and the Library 

needs to deepen its understanding of these different environments in 

order to meet the needs of its academic clients. 

 With the University‟s growing emphasis on building its research 

capabilities and outputs, senior academics saw potential for the Library 

to partner more closely with the faculties to build research collections 

strategically, and in a way that used the Library‟s budget and their own 

research funding as effectively as possible. 

 The Library could also work more closely with faculties across a broad 

range of other activities. These activities included high level research 

consultations around specialist areas as well as communication about 

general projects and developments at the Library.  

 Teaching academics felt that the Library could do more to help students 

develop their information literacy skills by offering training and 

information sessions at the time of need. While the Library already 

offers courses and information sessions, these tend to be offered at the 

start of the academic year, when students are focused on the more 

administrative aspects of university life, such as enrolling in classes and 

selecting subjects. Information literacy courses would be better 

delivered at the point when students need to conduct research for 

assignments and papers.  

 Academics also saw scope for the Library to deliver more of this type 

of support for students online, through „how to‟ videos and through 



iLearn, Macquarie University‟s platform for presenting units online via 

Blackboard or Moodle. 

 The Library needs to find ways to support students outside normal 

operating hours. This was seen as particularly important given the 

growing number of courses being offered remotely to students outside 

Australia. Greater use of the online environment to assist these students 

was seen as an important strategy for the Library. 

 Students would like the Library to improve its communication with 

students. Essentially, students are looking for the Library to match its 

communication to the channels most commonly used by students. 

These included using iLearn, Facebook and direct emails. 

3. Outcomes  

The principal outcome from the review has been a service delivery framework 

for the Library Services Department comprising: 

 Service strategies that address the gaps and are linked to the Library‟s 

objectives; and 

 A Departmental staffing structure. 

Service strategies 

New strategies were developed and implemented based on the analysis of issues, 

challenges and opportunities which emerged from the research undertaken. The 

strategies are focused on moving library services and resources provision to the 

environments that will reach clients at their point of need: in the Library, via 

iLearn and iShare (a platform for presenting resources online) and in the 

Faculties. The move is very much concentrated on online delivery but with 

continuity of focus on Learning Commons. The review of all information 

literacy products and services is also very much focused on timely delivery (for 

example, in relation to training and information courses).  

An integral part of the new strategies is to build strong partnerships with clients, 

and develop services with them and for them. Other key strategies have been 

developed around: 

 Embracing technology; and  

 Developing staff for future service provision including robust 

workforce planning.  

New organisational structure  

The new structure repositions the Services Department away from the previous 

Library-centric approach to a highly client-oriented area. The Department is 



now organised in accordance with a matrix structure. Client-oriented teams are 

supported by senior roles who work across all teams. At the same time, these 

senior roles have responsibility for the areas of Services, Collections and 

Partnerships (including academic information skills). These were the three main 

strategic areas identified during the review as gaps and opportunities. 

This matrix structure is in line with the Service Model philosophy, „beam-team‟ 

approach.  

Client-oriented team structure  

Three teams have been established, with each team responsible for one of the 

Macquarie University client groups: academics, postgraduates and 

undergraduates. Each team has a similar set of responsibilities in relation to their 

client group: 

 Planning and developing a client group-oriented mix of services, both 

online and physical, with emphasis on moving into the online 

environment; 

 Communication with the designated client group; 

 Monitoring of service provision; 

 Recommendation and implementation of new strategies and services 

according to the changing requirements of the client group. 

Embedded within the team structure are Disciplinary Liaison Groups to allow 

for the development of in-depth expertise. The location of each group was 

determined by considering where the best synergies could be achieved. For 

example, the Disciplinary Liaison Group for business and economics was placed 

within the Undergraduate Team because this discipline has the largest number of 

enrolments at the undergraduate level.  

This approach to team structure is independent of any University administrative 

changes to the Faculties and at the same time allows the Library the required 

flexibility to move resources in line with changing needs. 

Each team is led by a team leader and includes staff at all levels to ensure a 

holistic service approach. The team‟s responsibilities reflect the fact that the 

work of the librarians is changing: librarians are receiving fewer complex 

inquiries in the library but they need to foster skills in relation to communication 

and partnering with clients.  

Senior roles with strategic responsibilities who work across all teams 

The structure, while team based, ensures that responsibility for the achievement 

of agreed strategic goals is clearly assigned to the Services Department 



management team. The management team reports to the Associate University 

Librarian, Services and works with all teams to achieve strategic goals for all 

client groups within their designated portfolio.  

The key managerial portfolios are in line with the service strategies, with a 

manager responsible for each of the following areas: 

 Client Services, including the strategic direction to move into online 

service provision; 

 Client-oriented Collections development and access; 

 Client Partnerships, including academic information skills. 

Underlying the success of the new approach is staff development and strong 

collaboration with the Library and University IT Departments to provide online 

and automated services built on robust working platforms.   

4. Conclusions 

Significant progress has been made to date in implementing this new approach: 

 The new structure was implemented in January 2013. 

 A Departmental Action Plan has been developed with all staff 

participating in its development. All staff are supported to, and are 

expected to participate in planning and making change. 

 The culture of the Department is changing from task orientation to 

client focus through the building of strong partnerships with clients.  

The changing culture, and the empowering of staff to 'own' their actions and 

take pride in the outcomes, has already been illustrated in the development of 

new online products to support a recently created Masters of Research program 

at the University. The Manager, Partnerships and Information Literacy led her 

team and worked closely with Masters of Research academic staff to develop a 

series of videos embedded in iLearn and therefore available 24/7. Students were 

surveyed to ensure the product was pitched at the right level, is clear and 

provides quality instructions. The responses from students were overwhelmingly 

positive. This is one comment received from a student in relation to a video that 

helps students to use Google Scholar: 

“I never knew that accessing Google Scholar via the library will give 

me so much better access to the full text! Thank you Library team.” 

The success of this product was achieved through an understanding of client 

needs developed as a result of close collaboration between the academic Unit 

Convener and Library staff. 


