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Abstract

As the modes of course development in universities shift to be more team-based, librarians are now contributing
core components of course development operations.  This article outlines the ways that librarians at Capella
University have been integrated systematically into course development.  Adding librarians to specific points
throughout the course development process has streamlined processes, saved materials costs, and better aligned
research skills instruction with student needs.  This systematic integration method is novel, compared to traditional
models that pair librarians with individual faculty or offer ad hoc, or small pilot project assistance.

Introduction

Just as college courses have shifted their delivery models from entirely in-person to a blended or entirely online
format, the models used to develop those courses have also undergone an evolution.  Course development is
becoming increasingly team-based, with a variety of curriculum and design professionals working in conjunction
with faculty or subject-matter experts (SMEs).  Within this team-based, project-managed form of course
development, there are many aspects of the process where librarians can provide services and support to enhance
course design.

A review of the literature shows that in traditional course design, individual librarians have been paired with
individual faculty.  Another conventional design model entails librarians granting ad hoc assistance to faculty.  At
our University, librarians enhance nearly every phase of the course development process in a programmatic and
intentional way: from the program ideation phase, through course development, and during course quality-assurance
revisions. These multiple points of organized librarian contact have been integrated into the course development
process.

An investment in partnership between the course development process and library teams can enhance processes and
learning outcomes across curriculum production, resulting in academic benefits and organizational efficiency. This
article will look at practices covered in the literature and the current state of library supported course development
work streams at our home institution. The two major functions which will be covered are:

Content Strategy - Services related to materials used in courses
Information Literacy – Services for student research skill development
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Literature Review

Models of Librarian Support

Connections between the library and other areas of the university have a long tradition.  Blended librarianship was
an early means of transforming librarianship by developing librarians’ understanding of instructional design and the
application of technology.  Bell and Shank’s six principles of blended librarianship provided a basic structure for
librarians to use as they began to find ways to influence the rest of the university and integrate information literacy
in the curriculum (Bell & Shank, 2004).  These principles emphasized that librarians should go outside of the library
to create “campus-wide information literacy initiatives” and building relationships with existing instructional
designers, technologists, and faculty “to assist them in integrating technology and library resources into
(hybrid/blended) courses” (Bell & Shank, 2004, p. 374).  This outward-looking, collaborative role for the librarian
was certainly a necessary development. Academic library collections faced possible marginalization, even though
much academic journal subscription content is not accessible via open web search engines, like Google.  In
addition, librarians offer instruction in critical digital literacy and information research skills for both subscription
and open web environments.

If libraries choose to remain external to course development, marginalization can occur-- despite recent estimates
that half of resources continue to require payment by users, continuing the library’s necessary role as an access point
for research (Piwowar et al., 2018).  Without a connection between the library and the course design process, there
may be fewer chances for students to: 1) access the breadth and depth of relevant academic and professional
materials, 2) develop necessary information literacy skills, and 3) practice them in a disciplinary setting. The
principles of blended librarianship did not specify the modes of collaboration and integration, nor did it delineate
the library services and skills that should be included in a final, blended course.  In practice, single librarians
typically partnered with single faculty and had a short reach (Butera, Gomes, & Kakar, 2014; Kobzina, 2010;
Lampert, 2005; Mullins, 2014).

The inclusion of librarians in courses has taken many forms. Pritchard (2010) divides librarian involvement in
courses into three levels: supplemental, integrated, and embedded (pg. 377-378).

In a supplemental model, the librarian provides the possibility of extra instruction for students, but it is
developed by the library without specific course objectives in mind.  It is not required, nor is it integrated in
the course.
The integrated model begins to move library instruction into the course, either in person or online.  It is
developed by the library with greater knowledge of the course’s content, but without librarian influence on
that content.
The final, most collaborative form is the embedded model, which allows the librarian to work closely with
the subject specialist/faculty in a variety of ways, including the development of information literacy
instruction (Abrizah, Inuwa, & Afiqah-Izzati, 2016).  In some cases this collaboration occurs as the course
objectives and assignments are being designed.  This model may even include the librarian as a supplemental
instructor or grader.

Macro and Micro Support 

The multiple forms of integration, embeddedness and collaboration can be organized into Shank and Dewald’s
concepts of macro and micro level involvement (2003).  These two levels help to differentiate the many ways
librarians can impact a course.  Macro level involvement pairs the course developers with the library to place a
“generic, global library presence into the software” (p. 38).  This most commonly manifests as links to library
services, such as chat reference or document delivery information, or to tools, such as databases or the library
catalog.  Macro level involvement is supplemental, not customized, and requires limited maintenance by the library,
although it may be included at specific points of need within a course.

Integrated and embedded models require micro-level involvement, where individual librarians are able to team with
faculty and course developers “to participate in developing a customized library instruction and resource component
for the courseware-enhanced courses” (Shank & Dewald, 2003, p. 38).  It is in this intense collaborative
environment that librarians have both the greatest opportunity to provide specific instruction to students, but also the
greatest course-based workload.  Tailored collections of library resources, outlines of instruction sessions, library
help for specific assignments or research tasks, tutorials, librarian-managed message boards, and feedback forms are
some of the ways that micro-level involvement can serve the embedded model.

Current Librarian Support for Course Development



As librarians move into the course development process, each institution employs these models and involvement
levels differently.  In some cases, there are ad hoc collaborations between faculty and librarians for a specific
educational goal (Butera, Gomes, & Kakar, 2014; Kobzina, 2010; Mullins, 2014), or between the library and an
introductory or research-intensive course (Shell et al., 2010).  As instructional designers are integrated into course
design, they are also working collaboratively with librarians (Oldham & Skorina, 2009; Puzziferro & Shelton, 2008;
Sugar & Luterbach, 2016).  Centralized course production provides an opportunity for the librarian to work with the
entire course development team: designers, subject specialists, and faculty (Shepley, 2009).  While these
collaborations are typically focused on information literacy and library instruction, some collaborations focus on
course materials, such as required readings (Cancilla, Glushko, Orfano, & Slaght, 2017).  These two modes of
librarian involvement can be differentiated as “Librarians as creators (information literacy instruction) and curators
(course materials)” (Leeman, Guy, Dudek, & Coltrain, 2018).

Changes to the course development process are generating increased library support for course development.
 Centralization of course development continues, and new roles, such as the Learning Engineer, are being added to
the existing positions of Course Developer and Instructional Designer (Lieberman, 2018).  In the current course
development environment, including the library proactively is both easier and more effective than ever before.

Librarians’ knowledge of the research process, research tools, the existing library collection of an institution,
scholarly publishing metadata, and the landscape of academic publishing make them useful partners in myriad
aspects of course and curriculum design.  These collaborations have improved student experience and reduced costs.
 For instance, two different panels of librarians have described operational outcomes for course development
involvement at Distance Library Services Conference (Evener, McFadden, Long, & Knight, 2018; Thoms, Davis,
Hill & Williams, 2018).  In addition, Table 1 provides examples of the scope and types of collaboration
implemented at a variety of universities.  These collaborations include improved course materials usage,
accreditation, faculty/staff support, the creation of learning objects, and librarians co-teaching courses.

Table 1                        Librarian Service Offerings that Enhance Course Development



About Capella

Capella University enrolls 38,392 learners with the majority enrolled in graduate programs -- Masters’ (47%) and
Doctorate/EdS (23%).  The University offers 53 degree programs, 129 graduate and undergraduate specializations,
and 42 certificate programs.  Courses are created using a backwards design course development model. Course
development teams are comprised of instructional designers, subject matter experts, project managers,
developmental editors, course producers, members of our media team, and a consulting liaison librarian.  Each
development cycle is typically 10 weeks with certain development milestones that lend themselves to library
involvement.  These milestones include the course kickoff meeting, course design phase, and pre-launch reviews.
 Librarians are involved at each of these milestones.

At Capella the librarians contribute in both the creator and the curator role.  The library is integrated into any part of
the course development process where library materials may be used (whether as course readings or by learners as
part of an assignment), or where research skills are necessary. Table 2 lists the areas that Capella librarians provide
support and the value associated with them.  Every service point along the course development production lifecycle
has individual operational and service level agreements and programmatic assessments tied to the service offering.

Table 2: Areas of Librarian Support that Enhance Course Development



This supported integration of librarians into the course development process takes place at different times in the
development cycle.  Figure 1 outlines the overall support model, which includes both general activities by librarians
that support the university (Content/Collection Development, Student Success Projects, Accreditation), support for
programs (i.e. academic departments) within the university (Program Development and Program Research Guides)
and the support that is tied to the development of specific courses (New Course Team Support and Course Reviews,
Collection Strategy, Course Materials Research, Permissions & Links). 

In this article we will focus on the activities of the Capella librarians in support of individual course development,
versus the curriculum or program-level disciplinary initiatives. Support for courses involves both of the library-
connected work streams: the provision of content for the courses and the development of information literacy skills
within the context of the course.

Figure 1          Conceptual Design of our Support Model



Content Strategy Support Services

Background.  Libraries have traditionally been repositories of information, and as such, libraries are often seen as
the natural home of content services related to course development.  In most institutions this means that the library
houses reserve readings for a course, which have been selected and requested by faculty.  In some institutions the
library also provides licensing services for materials that will be included in coursepacks. 

At Capella we have moved beyond those faculty support services to include readings, research services, and
permissions help for Internet content.  By expanding our role in the procurement of assigned course materials,
Capella librarians are able to maximize the use of the library’s collection and avoid costly duplication of resources.
    
Course Launch Meeting.  

Liaison librarians are considered a standard team participant in all course “kick off” meetings, where new courses or
course revisions are scoped out.  The attending librarian uses the opportunity to promote appropriate library
resources and services such as the Readings Research Request service and library research skills guides. Each
liaison typically attends between 10-20 course kick offs meetings per quarter to learn the goals of the revisions and
the relevant research competencies.  The liaisons also serve as a set point of contact for ongoing follow up regarding
the course’s needs.  All kick off invitations are processed centrally through our help desk management system, so
that liaisons can substitute for each other, as needed. 

After the meeting, the liaison acts as a personal librarian for the course:

triaging course materials issues
referring to research or copyright licensing services
answering library questions
co-designing research assignments

Primarily, subject liaisons consul on the research assignment design, to ensure the language is accurate for our
digital library services, and the assignments support our information literacy competency goals for each program,
through fresh and current links to formative learning media.

Link Requests for Library Content. 

University affordability initiatives have led to an increased reliance on library content as course materials.  As we
move away from print textbooks to digital delivery, course development teams are increasingly looking to the
library to fulfill course materials needs.  The library requires course development teams to request persistent links to
our content through the library.  Doing so ensures the correct link is put in our online courses. When students in
online programs encounter broken links to required readings, this is an extremely negative learning experience.



 This process ensures link fidelity.

The service also allows us to make sure the content’s license is appropriate for use in the course, and affords greater
insight into how and where our content is being used.  In 2013, the library fulfilled just over 2,000 link requests to
use library materials in courses. By 2018, that number was almost 8,000; link requests grew nearly 300% in only
five years. 

Readings Research Service.  At the outset of the development of a course, the faculty and course developers
responsible for the content are encouraged to use our “Readings Research Request” service.  They can fill out a
request form with up to three topics that will be researched in the library by a dedicated librarian.  The request form
asks for information about the course and the required topics, and completed forms often include the specific
objectives in the course that readings would need to cover.  This form is also used to request more recent articles to
replace ones that are considered out-of-date by the faculty or course developer, and has been used to fill gaps when
a course’s textbook is replaced. 

The readings request librarian then searches through the library’s collections of articles, reference works, and
ebooks to find possible readings that can be used in the course.  The librarian’s in-depth knowledge of the library
collections and search tools means that the university can fully utilize the materials that have already been
purchased.  This avoids costly duplication of resources by either avoiding the purchase or licensing of materials
Capella already has, or by reducing the time spent acquiring copyright permissions when there is already an
equivalent source within the library.  Since this service utilizes the search skills of the librarians in collaboration
with the content knowledge of faculty, it can also save time for faculty who can now focus on selecting the best
resources, instead of trying to navigate through the library for the hardest-to-find topics in a course. 

Not all courses use the Readings Research Request service, but it is used by quite a few of the course developers
and faculty.  There are approximately 100 requests made each year, with 282 topics researched in 2018.  The
librarian dedicated to these requests spends about an hour per topic, for a total of about 300 hours of librarian time
spent on readings research.

Licensing.  Increasingly, course development teams are looking to help learners achieve their educational goals by
providing material in a variety of formats using multiple examples rather than a linear model of teaching the
textbook.  At times, faculty and instructional designers want to disaggregate content and use the most relevant
pieces of information from a text rather than adopting the entire textbook.  Additionally, streaming video is
becoming an increasingly popular way of delivering content.  Presenting students with multiple formats and
examples reinforce learning, and the library can help by providing licensing services and copyright guidance. 

Capella librarians provide advice on licensing issues ranging from weighing the cost of copyright permissions fees
for e-reserves versus subscription costs to calculating the number of ebook licenses that will support enrollment.
 Having this service under the library’s purview enables us to provide the requested content in a centralized, cost-
efficient way, and develop our collection to optimally support the programmatic needs of the schools.  

Web Permissions Service.  Provided sufficient staffing, libraries like ours can provide operational support for open
web link permissions.  Deep linking is still not a settled case of fair use. Requesting permission to include links to
Internet resources helps ensure that organizations will not face future take-down requests or legal action, and it
increases the likelihood that the link remains stable throughout the duration of the course.  Librarians often have
enhanced understanding of ADA accommodations, WCAG 2.0 regulations and Terms of Use contracts, which gives
them certain expertise in managing review processes for open web and OER content. 

One operational workflow model could run as follows.  Instead of individual faculty members or course developers
requesting permission for the items in their courses, they could fill out a request form that would be automatically
added to an online, internal queue.  A dedicated librarian and student workers could then evaluate the requests and
send permission requests when necessary.  Workflows can be engineered using software like SharePoint to automate
much of the permission request language, using form-based fields.  Since article licensing and database collections
are already housed within libraries, this could allow for seamless movement of content between content request
queues.  Online articles that are also in the library’s databases could be moved to the library links queue.  Items that
require licensing fees could be moved to the licensing queue. 

The importance of checking open PDFs for ADA compliance cannot be over-stated.   Centralizing the permission
request services is wise, since it can allow for multi-layered benefits:

PDFs and videos can be checked for ADA compliance, provided the librarian has ADA training and expertise
ADA modification language can be included in content owner requests



Special conditions placed on links by particular content owners can be tracked (such as required copyright
statements)
Permissions can be renewed at a regular cadence (e.g. every two years)
Blanket permissions can be tracked
Librarians are perhaps also the top experts at checking open access articles against the library’s own
collections, which are often more stable than open Internet links – particularly those hosted outside of a stable
open access journal platform

Finally, librarians are able to use their research and evaluation skills to locate content owners or identify possible
problems with chosen content.  In an age of ephemeral and dynamic digital information, locating the owners and
contact information for content authors can be difficult, at best.  Librarians are trained to swiftly navigate both open
and subscription web environments. 

Information Literacy Support Services

Librarians programmatically support the life-long and job-ready skill set known as Information Literacy.  National
information literacy standards have been described as the best way to comply with regional accreditation
requirements (e.g., Malone & Nelson, 2006).  At many institutions, the library also has to meet with teams and
reviewers from program level and regional accreditation to show evidence of their information literacy program
outcomes.

Information literacy instruction and familiarity with the library have been shown to have a high and clear impact on
college student persistence.  Our university holds an entirely competency based curriculum, with Information
Literacy as the designated sixth University Learning Outcome.  All program levels ‘stream up’ or are aligned to the
University learning outcomes. This means the library team can generate curricular reports to see which program
outcomes to focus our energy on in partnership with school leadership and faculty design teams. 

Library Guide & Tutorials Development.  Since 2013, many of those library resources consisted of course-
specific LibGuides that Instruction Librarians created to go into the competency-based courses.  LibGuides are a
product from Springshare that allow for dynamic library content management.  However, as the course-level guides
became more numerous, it became clear that maintenance would become unscalable unless the information was
kept generic enough for information boxes to be reused in multiple LibGuides.  Due to both the maintenance cycle
issues and requests from faculty, librarians started moving back to program-level guide creation.  

The new program guides are an improvement over earlier guides as they include subject pages that focus on key
specialization-specific resources and search strategies rather than only high-level program information.  These new
program guides strike a balance between the level of specificity and the depth of information that can be provided to
learners in a course.  They incorporate program-level performance criteria (e.g. the information skills to produce an
environmental scan for human resources students).  As we review courses and interact with faculty SMEs, we
incorporate pages into the guides that can be linked as free-standing formative support for individual assignments.
 For instance, the Seminal Authors Ed.D page may be created and linked to support an assignment about finding
seminal authors.  Additional tutorial integration includes recordings made with Kaltura, Credo Instruct tutorials and
modules created with internal interactive designers.

Pre-Launch Review.  Each new and revised course receives a pre-launch review by the subject-specialist liaison
librarian on the library’s curriculum & instruction team.  This means that before the course is launched, the librarian
has several days to read through the course, and check aspects such as:

Viability of links to existing readings listed in the course
Feasibility of library and online research assignments
Instructional support for library and online research assignments

The pre-launch review allows the liaison librarian to prevent problems before students encounter them.  Course
assignments often require research skills that students have not yet developed, or require resources that are not
easily available.  This mismatch can be a large barrier to student success, if proper support is not integrated into the
course.  This early review provides time for librarians to suggest instructional resources, create new tutorials and
guides, and evaluate the library’s collections in relation to specific assignments.  Materials can then be purchased in
advance of the course’s launch, or assignments can be modified to fit available resources.

The liaison librarian also reviews the course before it goes to final editing to ensure that changes made to research
assignments during the course development process are properly supported by the library. 



Faculty Outreach and workshops around program guides

New SME & ID training. As part of the library’s integration in course development, Librarians from the Access
Services and Instruction teams joined forces to provide training to new Instructional Designers (IDs).  The trainings
were intended to make IDs aware of the range of library resources and service as well as to help them understand
how to locate the most appropriate library resources to include in courses.  The goal of the trainings was to enable
the course development teams to maximize the use of library resources and, ultimately, reduce costs and improve
quality of programs for both the University and the learners. 

School Leadership and Faculty Partnership.  Liaison librarians work closely with program chairs and course
development faculty to improve each program guide, according to course and program needs. Liaisons also share
aggregated course-level information about students’ reference questions with course development teams, in order to
partner on guide improvements.  The program guides allow for a smaller, but more honed, portfolio of library
tutorials, in a platform optimized for dynamic, ongoing editing.

Effectiveness of the Support Model

Researching the effectiveness of an enhanced level of job role in an organization can be methodologically difficult.
 The difficulty will be further outlined in the suggestions for future research. Internal survey data shows consistently
high satisfaction with the full library support services of course development.  Quarterly, the course development
department surveys all role groups involved in course development on their level of satisfaction with different
resources and areas.  Historically, the library has been one of the top key strengths highlighted in the accompanying
report summary of responses.  For instance, in quarter 3, 2018, 81% of 51 respondents indicated that the Library
resources “effectively supported their work.” Respondents were mostly instructional designers.  Library received
the highest satisfaction among the nine support areas listed. Course development professionals rated the library
higher than the course development management system as a support function.

In addition, internal research has shown high levels of persistence and student success from students who use library
help services.  In a study of non-library support learners versus those who have used library support, there was a
greater than 10% difference in persistence for 2 out of 3 student levels (Bachelor’s and Doctoral).  This study is not
publication-worthy, but along with other operational measures, such as service use and SLA trends, it gives
leadership significant confidence in supporting our continued operational growth. 

This internal study complemented the aggregation of research that shows that students who use libraries and library
help services have greater persistence and student success.  For instance, University of Minnesota researchers found
that using the library at least one time in the first year of enrollment significantly increased the odds that student
would graduate in four years OR remain enrolled after four years.  They also found that students were 7.58 times
more likely to re-enroll for Spring semester if they had participated in a library instructional class (Fransen, 2016
and Soria, Fransen, & Nackerud, 2013).  This was controlled for 10 different demographic variables.  Another
example comes from Grand Valley State University.  As Kelly notes, “Every year since 2012 a statistically
significant positive correlation has been found between in-class library instruction led by a librarian and whether or
not a student reenrolls the following fall semester” (2016, p.485).  As learning analytics systems continue to query
library traffic systems for signs of student engagement, and to the extent that privacy concerns can be assuaged,
libraries will continue to demonstrate their strong links to student success.

Areas for Future Research

It can be challenging for researchers to examine the operational and instructional impact of a certain job role in
course development organizational contexts.  Here are three methodologies that may be helpful for future
researchers studying the effectiveness of this model. Adaptive management framework is a methodology for
studying performance measures that bring change in operational performance.  It is helpful for assessing program
development and operation – “taking stock before unrecoverable costs become too great in decision-makers’ minds
to discourage them from switching tactics” (Curtis, et al. 2017, p. 95).  Since team-based course development can
operate on tight deadlines, with large-scale department-level considerations, this framework could offer a useful
assessment lens. 

Project management methodologies may also be useful, since many of the course development supports are
triggered at the course project manager or instructional designer milestone level.  Cameron, Sankaran and Scales
offer a helpful overview of mixed methods in project management research (2015).  Similar treatments could offer
assessment methods that would match the project management structure for a given organization.  Another useful
introduction to the trends in this discipline is provided by Müller (2015).



Finally, instructional design research methods may be useful, since they often follow an iterative testing approach,
which may more readily match a rapid prototyping or operational pilot environment.  They also may typically
formalize and validate a set of design heuristics.  McPherson and Nunes cover some of the complexities of studying
instructional design systems in e-learning environments (2008).  There is also a movement to support what is known
as “sustainable” practices for online learning education – in relation to this scope, meaning assessing practices that
may be more supportive for large-scale operations (e.g., Sridharan, Deng & Corbitt, 2008). Casanova, Price and
Avery write: “One of the important aspects of developing any online learning innovation is having a vision for
sustainability from the outset" (2018, p. 336).  Librarians may prove to significantly enhance the sustainability of
innovations along multiple process points in course development, if studied through this lens.
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