[bookmark: _GoBack]Report of the ALCTS Technical Services Managers in Academic Libraries Interest Group, American Library Association Annual Meeting, Orlando, FL, June 2016 
The ALCTS Technical Services Managers in Academic Libraries Interest Group meeting at the 2016 ALA Annual conference was attended by 30 people. As in previous ALA meetings, the format of the session once again offered attendees an opportunity to participate in round table discussions of topics identified by the IG’s Planning Committee as being of interest to middle-level managers in Technical Services departments. The 90-minute session began with a short business meeting during which the outgoing Chair of the Interest Group, Nastia Guimaraes, University of Notre Dame, introduced the incoming Chair, Scott Phinney, University of South Carolina, and the new Vice-Chair, Peter Spyers-Duran, University of Central Florida. After a few opening remarks the audience members were invited to join the Planning Committee and to participate in putting together ideas for future meetings. 
After the business portion of the meeting came to a close, the session attendees had approximately an hour to devote to discussions of topics at their tables. There were six topics to choose from, and all discussions were facilitated by the IG’s Planning Committee members. At the end of the session, representatives from all six tables reported out short summaries of their conversations to the rest of the group. Special thanks are being extended to facilitators, note takers and reporters from each table.    
Discussion topic 1: Statistics: What to count, how, and why
Discussion topic 2: Creating a Technical Services vision from the larger library vision or mission statement 
Discussion topic 3: Recognizing and fostering leadership skills on all levels  
Discussion topic 4: Project management tools and techniques for Technical Services managers 
Discussion topic 5: How to help administrators understand the importance of cataloging
Discussion topic 6: How to seek new collaborative work, and what to do when things do not go well 

Topic 1:  Statistics: What to count, how, and why? (facilitator: Teressa Keenan, University of Montana)

  The conversation started with participants acknowledging that libraries, in general, and Technical Services, in particular, have been traditionally good at collecting and reporting statistical information on their work (e.g. number of copy cataloged volumes, number of originally created records, number of established authority records that were added to LC database, the total print volume count, etc.). We know that the statistical numbers we have so faithfully been gathering became included in annual departmental and institutional reports, but what story did that information tell? Were those numbers and categories useful, and did anyone look at them after they made it into an annual report? Were we gathering statistics because we have always done so, and did those numbers help align our libraries’ work with overall campus goals, strategic plans, and our constituents’ needs in a more streamlined way? In the last several years there has been a noticeable shift in how libraries approach statistics gathering. They are trying to find ways to tell their story and share that story with campus leadership and potential donors. Just like other library departments, most Technical Services managers in academic libraries are being tasked by their administrators with providing quantitative information that supports library and university missions, showcases positive institutional impact, and explains the correlation between the work that is produced in Technical Services departments and the overarching institutional direction.

During the discussion participants referred to their professional experience and shared instances that could demonstrate positive impact. The examples included:
· Developing a rubric to assess and grade the quality of cataloging work by adopting concepts similar to those of the READ (Reference Effort Assessment Data) scale (http://readscale.org/) utilized by access services librarians
· Assisting university with drawing a parallel between ILL use and higher student GPAs
· Tracking reasons for deaccessioning materials (e.g., damaged vs outdated) to demonstrate fiscal responsibility and inform replacement decisions 
· Reviewing workflows for decisions of what processes could be discontinued and explaining consequences of no longer carrying out those activities   

Another matter discussed at the table had to do with Technical Services managers sometimes struggling to demystify how their departments contribute to the overall goals of their institution. What services do Technical Services provide to campus and how could their work be translated into meaningful stories to be shared with campus administration and other important stakeholders? Heads of Technical Services need to continue finding ways to show library management what value their staff add to the overall library goals. They should also strive to establish direct links between Technical Services work to acquire, organize and make available library resources and ongoing research needs of library patrons. Some specific ideas included posting statistical reports of Technical Services departments on library intranet and becoming more intentional and transparent in sharing information with administration and library colleagues. One participant mentioned that in many libraries Technical Services staff routinely assist Access Services staff in interpreting MARC records for patrons. More often than not, such activities, although requiring staff time, are not recorded as consultations and are not counted in overall departmental statistics. Better communication and information sharing could significantly alleviate the prevalent misunderstandings of how Technical Services fit into the bigger picture and in what specific ways they link to library strategic goals.
Integrity of metadata is an important valuable service that Technical Services have provided exceptionally well throughout the years. It is worth mentioning that up until a few years ago, work in Technical Services was less volatile, with fewer changes to absorb in a short amount of time. Introduction of discovery layer systems and proliferation of electronic resources have introduced added challenges for gathering and keeping statistics in libraries. There are methods and ways to keep track of usage stats for e-resources, but they are still often clunky and poorly standardized and streamlined across various vendor platforms which makes it very difficult and often impossible to gather meaningful statistical information in a cohesive manner across the board. Access to quality metadata has proven to be paramount for increased usage of online materials. Studies and anecdotal data show that there is a direct correlation between higher levels of access to e-resources and quality metadata records. 
Then, there is a question of how much time and to what extent catalogers should participate in cleanup of metadata, both in cases of the newly acquired records and as part of doing ongoing catalog maintenance. Today’s reality is that everyone has to do more with less, yet cleanup could be rather time consuming, if done manually and regularly. Keeping statistics on cleanup activities almost never paints an accurate picture of the amount of time and effort required because complexity of metadata problems could vary greatly and range from an easy correction taking several minutes at most to doing research and investigative work that might take hours to complete. Additionally, how should decisions be made about what types of metadata errors justify staff time investments and which ones could and should be overlooked? One idea shared at the table was to document the consequences of not doing something and to track its impact on users. 
Another issue brought up during the discussion had to do doing benchmarking that could be incredibly useful for project management in Technical Services and for ways of assessing cataloging backlogs. It is quite possible to assign an average amount of time it takes to copy catalog one item and to determine how long it takes on average to create an original record. Such benchmarking can help with quantifying workflow processes. It could also assist managers in making an educated guess about the amount of time required to process collections that are waiting to be made discoverable.     
Finally, several attendees suggested that Technical Services staff could participate in departmental or unit time studies which require keeping track of everything people work on over a pre-defined period of time, such as a week. Such studies could offer additional valuable information on how various activities in Technical Services are quantified. Gathering internal statistics in this way may also help managers in determining areas of greatest and least need in their departments when it comes to distributing work and looking for increased efficiencies.  

Topic 2:  Creating a Technical Services vision from the larger library vision or mission statement (facilitator: Nadine Ellero, Auburn University)

	The table facilitator prepared three initial questions to get the discussion started. She asked how many institutions were currently writing or already had a vision and mission statement or a strategic plan; what the length of the strategic plan was and what time span it covered; and finally, how each discussion participant described “vision” and how it related to Technical Services. 

	 Most institutions represented at the table had current strategic plans in place. One library was working on writing a plan. Interestingly, one participant shared that her library had two strategic plans, one that was outward facing and one that outlined internal goals, priorities and specific details that staff could relate to and consult. The discussion touched upon the issue of Technical Services fitting in with overall library strategic plan or vision and mission statements. The consensus was that work of Technical Services units is usually implied but not explicitly outlined in institutional strategic plans. It is often represented by broader goals of developing, acquiring, and maintaining library collections to support user needs and research interests. Most strategic plans focus on services that directly affect users and that could be easily interpreted by non-library stakeholders. Technical Services support patron-facing services in indirect yet very important ways.

	  The length of strategic plans differed from institution to institution. One library had a plan that was too lengthy and not organized or formatted in a consistent manner. Another library’s plan was only several pages long and pretty straightforward and easy to follow. In various cases, the length of the time span covered in plans ranged from three to five years. 

	When talking about organizational vision and what it meant to individuals around the table, someone referred to “blue sky” types of possibilities, while, in contrast, another person brought up the ever present issues of politics and how they could interfere with ability to have high aspirations. The statement about vision and politics started a discussion about institutional health as a solid foundation of any successful company. A book by Patrick Lencioni, The Advantage1, was mentioned. In it Lencioni writes about importance of having clear understanding of idealistic reasons an organization exists and the need for employees to know those reasons. In his other book, The Five Dysfunctions of a Team: A Leadership Fable2, the author addresses politics in organizations and attributes their existence to lack of clear communication.

	At the end of the discussion time, the table leader shared her vision for creating a culture of cohesion and mutual support in her department following a reorganization when two units became combined into one. She plans to build on that foundation by working towards establishing a culture of trust where people learn to be more comfortable with conflict and feel free to express their needs. In turn, the manager plans to work towards being a good listener and providing needed support to staff as they work towards their goals.     

	Wrapping up the discussion, participants talked about the need to have greater coordination in Technical Services by cross training staff and having managers do succession planning. Intentional skill redundancy affords endless opportunities to be successful in lessening disruption in operations and allows units to work towards departmental vision and goals in a more efficient way.      


Topic 3:  Recognizing and fostering leadership skills on all levels (facilitator: Shannon Tennant, Elon University)

The participants at the table provided perspectives of large public and small private academic institutions on recognizing and fostering leadership skills. The direction of the discussion was shaped by three distinct components of leadership development: structure (building skills), support (using skills), and reward (encouragement). 

Setting up and building infrastructure for leadership development differs from campus to campus and from library to library. Some places have centralized campus-wide Human Resources support and ample opportunities with a variety of class offerings and certifications in leadership and supervision. Other institutions have Organizational Development units or librarians whose responsibility is to develop talent and leaders within their organizations. In other cases, initiative to develop staff members comes directly from supervisors who identify potential candidates for leadership training, set appropriate goals, and identify specific opportunities.
 
Lately, many libraries have been going through either major overhaul of their organizational structures or at least some incremental changes that allow for better flexibility and alignment with institutional goals and priorities. Such naturally occurring shifts serve as a great foundation for identifying opportunities to recognize and promote leadership skills among existing library employees. In addition to shuffling the official organizational structure, reorganizations often result in a need and opportunities to create functional groups and teams that exist outside typical lines of administrative channels, but where colleagues from various parts of the library come together to work on goals and projects. Such collaborative opportunities lend themselves to being likely venues for identifying new potential leaders and appointing staff in non-supervisory roles to leadership positions on those working teams. 

Just as leadership skills are being developed, either through official class work, HR offerings, online training opportunities, participation on committees and working groups, or employing mentoring models, it is crucial that the newly developed knowledge is put into practice and maintained. As already mentioned, reorganizations often result in a decent amount of opportunities for individuals wanting to develop leadership skills. This is also a good time for administration to take a closer look at the staffing resources and identify those who could be developed into potential leaders. Appointing people to work on library-wide teams and working groups in leadership roles is an excellent way to provide practice of skills acquired through training. Managers should write SMART goals to incorporate newly developed skills and document them in evaluation reviews as performance expectations. Project management is a growing need in the libraries that could offer opportunities to exercise leadership skills. Another approach could be to adjust position descriptions as a way to acknowledge contributions to collaborative work at a higher level than usual.  
  
 When it comes to rewarding leadership initiative, it could sometimes prove to be challenging, although not impossible. For example, rewarding an individual by allowing, recognizing, and encouraging participation in training and leadership roles in organization could be viewed as a reward in itself for some people. Another way to foster staff leadership development is through establishment of institutional rewards and recognition programs. Whenever possible, upgrades of position descriptions and merit raises are other ways to acknowledge staff growth.   

Because supervisory positions do not frequently become available, it is not easy to use them as a reward method. Additional difficulties are presented with availability of varying levels of professional travel and development budgets to different level staff, as well as promotion requirements that vary. Organizations could be intentional and commit to developing their staff whenever possible by setting dollars aside for ongoing leadership training. One other fairly logical way to reward individuals is to offer merit-based salary increases for increased level of responsibility and leadership.  
   
The discussion concluded with an interesting question: Can leadership be effective if it is mandatory?  In the opinion of the discussion participants, it could be effective if the training, development, and ongoing support are in place. Of course, it would also largely depend on the individual who finds him/herself in a leadership role when it is mandated from above. The success or failure will also be closely tied to individual and unit’s needs. One thing to consider is that most certainly institutions secure tangible benefits every time they invest in leadership development within their organizations.       


Topic 4:  Project management tools and techniques for Technical Services managers (facilitator: Scott Phinney, University of South Carolina)

The topic of project management in libraries and in Technical Services, in particular, is one usually generating quite a bit of interest. As work in our industry is becoming more project-oriented and complex and less linear and compartmentalized in nature, project management skills are becoming hot commodity, as evidenced by descriptions in position advertisements. Because few librarians have any sort of formal training in project management, there is a clear disconnect between the growing need and the reality. How can managers become more effective at guiding projects and leading staff assigned to do the work? What tools exist that assist with organizing information and communicating with stakeholders?  

The discussion at the table began with introductions and sharing information on the extent of participants’ project management experience and local practices at their respective institutions. Not everyone in the group had direct experience with managing projects, although several people had a fair amount of expertise in the area. One attendee even held a PMP certification from the Project Management Institute (PMI) (http://www.pmi.org/). At the onset of the conversation, table participants agreed that having a well-defined communication plan is critical to any project’s success. Keeping stakeholders informed and regularly apprised of the project’s progress is a sure way to secure goodwill and increased level of support. Many project management tools on the market can help with reaching the goal of effective communication and also serve as excellent means for sharing and disseminating information.     

The group members took time to exchange experience and feedback on various available software tools, both free of charge and fee-based, that can assist with managing projects. The following is a comprehensive list of project management tools that was compiled in the course of the discussion: Google Docs, Google Hangouts, Trello, LibGuides, SharePoint, Basecamp, KanbanFlow, Microsoft Excel and Access, Rally, Wrike, and Asana.  Other tools mentioned included Procademy, Popplet, Tom’s Planner, Wunderlist, Todoist, todo.txt, Toggl, Everhour, GanttProject, JIRA, Microsoft Project, Redmine, Footprints, Google Keep, and Zoho Pojects. More detailed discussion focused on a subset of these tools.   

Trello (https://trello.com) is a fairly widely used tool that is available for the web, iOS and Android platforms. The service is free for its basic version, but also offers two fee-based options as a monthly subscription model. Trello uses boards to provide visuals for different categories of tasks which are organized as cards. Users can attach documents to boards. Cards could be moved around and reordered to allow for flexibility and to show various stages of a project. Users can easily add participants to boards to help with collaboration on group projects. One person at the table mentioned that Trello was successfully used at their institution to manage digital projects, but it wouldn’t be the best tool for managing more complex tasks, like e-book management.

Asana (https://asana.com) was described by several people as a powerful project management tool. Some of the features it offers include calendars, forum-like discussion areas, inboxes and team organization. The software is available for the web, iOS and Android platforms. There is no cost to use Asana’s basic version for smaller teams of up to 15 people. A more robust Premium version with many more features is subscription based. One participant familiar with Asana shared that licensing of the product is only available at the institution level and could be cost prohibitive for larger organizations because the cost is based on the number of users.

Wrike (https://www.wrike.com) also offers several pricing levels ranging from free to somewhat significant cost per user as a monthly subscription. Some of the features include versioning, ability to attach files, Gantt-Chart abilities, tracking of budget and time, dashboards, chat, integration of calendar and email, tracking of workflow and status, and real-time activity stream. The software supports iOS, Android, and web platforms.  

Springshare’s LibGuides (http://www.springshare.com/libguides) is used as a version of project management tool in some libraries. For example, its popular use includes storing internal documentation, policies and procedures. Some libraries utilize LibGuides to keep track of projects and to share project-related information. The tool is easy to learn and use.  

In addition to generating a list of project management software, the group also addressed the issue of risk management as part of any project work. For example, during some more typical library projects, like ILS upgrades and migration, risk could be successfully mitigated by adding the use of sandbox for testing and doing staff training as a way to significantly reduce possibilities of making mistakes in a production environment. 

Training for project management skills in libraries was brought up as a topic of interest and as one, perhaps, not receiving enough attention. Like with many things, librarians who are involved in managing projects often resort to learning on the job and doing their best to coordinate and complete projects. Official training in project management would be very useful, although, realistically, probably few libraries can afford to invest in meeting such need because of many other competing priorities. Lynda.com (https://www.lynda.com) was brought up as a good resource for getting information and tips on project management and its various aspects. 

In conclusion, while libraries continue to assign project work to managers on a fairly routine basis, very few of those individuals are lucky enough to have had official training and have no other choice but to gain experience in real time on the job. Organizations should create learning opportunities and provide time for managers to hone their project management skills. PMI, a national project management professional organization, has a wealth of information and could be an excellent resource for those interested in available resources and even, potentially, in official certifications as project managers. There is a cost to join PMI.

 
Topic 5: How to help administrators understand the importance of cataloging (facilitator: Sarah Weeks, St. Olaf College)

It is not a secret that sometimes cataloging evokes a perception of being inflexible, inefficient, and resistant to change.  Does such perception hinder the ability of library administration to see the importance of work catalogers do to contribute to the overall institutional goals and strategic initiatives? The discussion participants addressed some of the issues that Cataloging departments face and generated ideas for highlighting the work that takes place behind the scenes in every library.

	What are some of the concrete ways catalogers could use to demonstrate practical value of their work? One suggestion included showing the importance of authority work by demonstrating a search in a library catalog on authorized headings that are uncontrolled or split. Obviously, results of such searches would be inaccurate and mixed. After that, catalog records could be improved and the search executed once again to offer a glimpse into the “before” and “after” view of the same data populating the catalog.    
	When talking about potential root causes of inefficiency perceptions, discussion participants eluded to the fact that many catalogers are perfectionists by nature and frequently find it difficult to let go of spending time on fixing every little thing that might find to be “wrong” with a record. As the nature and pace of cataloging work continue to evolve, and as increasingly growing expectations for cataloging staff to participate in non-MARC metadata activities and other emerging trends become evident, managers of Cataloging departments need to help their employees redirect their attention from focusing on individual records to, in many cases, use of a bigger-picture approach in making resources discoverable. For example, utilizing vendor records and batch loads, pursuing automation, whenever possible, and outsourcing materials, could free up catalogers’ time to focus on new priorities, training, and collaboration opportunities. 
	As more libraries employ vendor solutions to meet their cataloging needs or turn to tools like MarcEdit (http://marcedit.reeset.net/) to expedite processing of records, Special Collections departments in libraries are emerging in the spotlight as holders of many undiscoverable collections. Unique holdings that many libraries house in their Special Collections departments typically cannot be outsourced for processing and require manual handling by local cataloging staff who hold appropriate language and subject expertise. Partnerships between Cataloging and Special Collections units are a logical way to demonstrate high value of skilled metadata specialists and the added value their work produces. 
	While many of the traditional copy cataloging and catalog maintenance activities could be automated or outsourced, Technical Services departments might find it necessary to make a case to administration for increase in original cataloging FTE and hire of professionals with skills and training necessary to reduce and eventually eliminate cataloging backlogs in Special Collections. Considering that new positions are difficult to obtain, one of the ideas was to hire catalogers on a limited-term contract basis to tackle specific projects and demonstrate through those contributions the potential value of adding a permanent position to the Cataloging department.     
	Another issue addressed had to do with renaming positions that carry the “baggage” of cataloging and including words like “metadata” or “discovery enhancement” and non-MARC language to help change opinions about Cataloging departments and their somewhat limited traditional roles in library structure.
Finally, if Cataloging departments make it their goal to take time on regular basis to share with the rest of the library and administration what work they do and what projects they are involved in, perceptions of inefficiency will start to change. Transparency and collaboration are key components to not becoming obsolete and to demonstrating one’s contributions to common goals. Some of the suggested methods included posting articles in library newsletters, doing internal presentations, thinking of ways to market cataloging services, writing departmental reports, and increasing general communication with other departments in the library.  

Topic 6:  How to seek new collaborative work and what to do when things do not go well (facilitator: Melinda Flannery, Rice University)

The conversation began with introductions and participants sharing reasons for seeking new collaborative work for their Technical Services departments. Some of the reasons brought up included justification for retaining FTEs in the department when staff leave or retire; demonstrating the value of Technical Services; direct mandates from library administration; and changes in the nature of the work Technical Services are doing (e.g., use of vendor records and outsourcing some of the work traditionally performed in-house). Additional motives included staff interest in learning new skills and participating in new activities. Interesting work and feeling of pride and accomplishment were also mentioned as reasons for developing new partnerships between Technical Services and other library units. 
Some of the potential partners that were brought up in the course of the discussion included campus branch libraries, Special Collections, and Digital Scholarship Services departments. Development of new partnerships with other units often dictates that staff receive training before they can commence the work. Certainly, many of the skills Technical Services employees already possess are transferrable and could be built upon. Technical Services are well positioned for some of the work that takes place in other frequently understaffed areas or new departments that lack expertise in describing and organizing information. For managers it is important to know each staff member’s strengths and limitations and be able to match new assignments to appropriate assignees to assure maximum success in the results. Learning curves could be steep as staff work towards acquiring new skills, so patience and understanding are valuable and necessary traits of a good manager. Also, the culture in the department should be tolerant of occasional failures so long people learn from their mistakes and take action to correct the problems.
It is important to note that Technical Services departments historically played a supporting role in the organizational structure by making resources discoverable and available to patrons. As they venture out towards new collaborative opportunities, they should continue to view their new partners as customers who assign work and who need to be treated as clients with requirements and specific expectations. It is not Technical Services departments that hold the administrative control of the projects. Projects originate and requirements are developed by library partner units. It is crucial that such partnerships are taken seriously and that projects and special assignments are completed on time and with high level of accuracy. Successful outcomes not only demonstrate to potential partners that Technical Services are a valuable and critical resource, but it also creates a great amount of goodwill towards Technical Services departments and staff and showcases their flexibility and adaptability to new challenges. It also shows staff that they can and should seek learning opportunities whenever possible so they remain current and are viewed as equal partners who bring great value and expertise in areas where others lack it. 
Of course, working on cross-departmental projects is not an easy task. It requires solid communication plan and frequent check-ins with own staff and partner units. Because the work is not contained within the Technical Services department, it is required of the manager that expectations are clearly defined, and the work is closely monitored until the project comes to a close. Failure to do so might result in poor results, ruined reputation and deteriorating levels of trust. Just because things might be quiet does not mean that everything is going well or being executed in line with the project goals. To achieve positive results, managers should be prepared to provide honest performance feedback and set corrective course whenever skills are lacking or require improvement.  
Administrators enjoy it when projects go well and success is eminent, but what about when things do not go as planned? Most importantly, managers should not be afraid of accepting responsibility for failures and should always assume ownership for mistakes. Technical Services managers need to be willing to analyze what went wrong and then take steps to implement corrections so in the future similar pitfalls are avoided. It is essential to celebrate successes, but it is equally important to acknowledge shortcomings. The way managers handle a failed project can be a difference between being asked to do the work again or not.
   Finally, it is critical that Technical Services managers find a way to keep a delicate balance when asking staff to engage in new activities while, at the same time, ensuring that everyday assignments are carried out. Managers should become intentional in keeping their colleagues and administration appraised of the challenge to prioritize sometimes growing in number competing priorities. New projects need to be carefully evaluated and prioritized so those with the highest level of strategic importance and organizational impact could be selected first. Production expectations and timelines should be clearly defined. It is also manager’s role to be an excellent communicator and to continue looking for new opportunities for their department so collaborations continue to grow. Discussion participants agreed that when customer is satisfied with the end result and pace of work and ultimately provides positive feedback, it is considered to be a successful endeavor.    

The Technical Services Managers in Academic Libraries Interest Group can be followed on its ALA Connect site at: http://connect.ala.org/node/66147.  
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