GRAB BAG: THE EVERYDAY ISSUES OF TECHNICAL SERVICES WORK.  A REPORT OF THE TECHNICAL SERVICES MANAGERS IN ACADEMIC LIBRARIES INTEREST GROUP, AMERICAN LIBRARY ASSOCIATION MIDWINTER MEETING AND EXHIBITS, JANUARY 2015
The meeting of the Technical Services Managers in Academic Libraries Interest Group at the 2015 ALA Midwinter Meeting provided the nearly 50 participants an opportunity to meet with colleagues in small group discussions at roundtables.  The roundtable topics reflected the diverse issues with which technical services managers and their staff deal every day:
Table 1:  Library-vendor relations 
Table 2:  Duplication of effort at libraries using a catalog and a discovery layer  
Table 3:  The effects of ADA compliance on technical services work
Table 4:  Linked data--is anyone using it yet?  
Table 5:  Marketing technical services
Table 6:  In-house collaborative work; or, getting the work done with less staff
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Participants chose a table based on a topic and were encouraged to let the conversation flow in the direction most useful to them.  Each roundtable discussed their topic for about an hour then reported out to the larger group a summary of their discussions.  Special thanks go to the notetakers and reporters at each table as their work is incorporated into the text below.  The summaries, unsurprisingly, showed that the complex and changing nature of the work of technical services departments in combination with sometimes dramatic shifts in the wider library ecosystem continue to present challenges but also provide opportunities for needed change and growth.  

Table 1:  Library-vendor relations

One of the most recent and most disruptive changes to the library ecosystem occurred with the bankruptcy of Swets.  This unexpected development left many libraries searching for a new supplier to provide the content they need for patrons.  The complications that come with the sudden loss of a major subscription agent were dwarfed, however, for some libraries by the loss of deposit funds.  Not only were these libraries scrambling to replace their agent and acquire content but to find funding to do so within budgets that barely cover the inflationary costs of library materials, if that.   Even when a vendor plans and announces a shut down in advance, such as was done by The Book House, technical services librarians must find a new supplier on short notice, leading to disruptions in workflow and access.  
The closure of these two companies, amongst others, and the continued trend of publisher mergers and buyouts are causes for concern as they narrow the options in the marketplace. This concern extends to the growing use of Amazon as a supplier.  One librarian noted their university is in the process of downsizing the university bookstore and facilitating the purchase of textbooks from Amazon.  Library use of Amazon is certainly on the rise and for those libraries paying with a credit card rather than purchase orders, the perils associated with the use of a credit card come into play.  Improperly applied sales tax, fraudulent purchases and security breaches create logistical and accounting problems for technical services managers.  
Logistical problems also arise when purchasing DVDs for libraries, regardless of vendor.  Screening/public performance rights and paying for those rights are not new issues for many libraries, but for those just beginning to make such purchases and for non-technical services staff there is a period of adjustment.  A documentary on DVD purchased by an individual arrives without a license and might cost $24.99. Purchasing that same DVD for a library requires agreeing to a license and paying $200 or more in some cases.  In already cash-strapped budgets the costs of these materials, many of which are never used for public performances, becomes a concern.   
Technical challenges arise when libraries need to purchase videos that are unavailable with US encoding; many films produced in Europe and Asia, for example, are only ever issued on DVD with encoding specific to those regions.  In those cases, the technical services department is left with two choices: inform the patron that they cannot purchase the video; purchase or borrow equipment to either show non-US encoded DVDs or convert the disc to the appropriate region.  The use of streaming video presents more facets of these issues.  The growing number of vendors offering streaming video is a good thing for libraries.  The purchase models for these videos, however, do not necessarily offer the best alternatives and copyright and right management questions are more prevalent.  Streaming media is more and more moving into the realm of e-resources teams for their expertise in both format and rights considerations.  
	Perhaps one of the most fluid situations is in the arena of Patron/Demand Driven Acquisitions (PDA/DDA) programs.  For many of those libraries running a PDA/DDA program, using short term loans (STLs) to control costs and demonstrate the need for purchasing a title through repeated patron use was quite appealing.  While this model has worked well for libraries, the detrimental impact on the revenue of the publishers has been profound and for some publishers allowing STLs of their titles is no longer a viable option.  Among those still allowing STLs, many publishers have chosen to increase the cost of the loans to try and recoup some of the revenue lost with the drop in outright purchases of titles.  As a result of these increases in loan costs, some libraries have changed the number of STLs before purchase as a way to keep the costs within their budget.  Other libraries have stopped adding titles from publishers who have dramatically raised STL prices to their PDA/DDA program.  The consternation these changes have caused and the debate about the publishing and scholarly communication ecosystem is ongoing and not likely to end soon.
Table 2: Duplication of effort at libraries using a catalog and a discovery layer  
For those libraries using a discovery layer on top of their catalog, there is the potential for duplication of effort to add records to the catalog if the information is indexed from another source via the discovery layer.  As staff numbers shrink and remaining staff are expected to take on new responsibilities and learn new skills, this kind of duplication of effort makes even less sense than at any other time in the past.  Currently some libraries are trying to manage the data streams by manipulating the settings for the discovery layer as well as the native catalog in order to better coordinate the two.  How long that kind of self-management can or should continue, though, is an open question.
Working through these issues to find a solution that works for both patrons and library staff requires cross-team collaboration.  These ‘resource management teams’, comprised of public services, technical services,  e-resource departments (when separate from technical services) and information technology teams work to identify the scope of the problem and find the most efficient and effective solution for both library staff and patrons.  This need to work collaboratively can be a boon for technical services departments as it provides the opportunity to educate and cross-train staff.  As public services staff learn more about the intricate world of metadata and discovery systems, communication about the problems encountered becomes more robust and a level of patience while the issues are resolved is gained due to their understanding that there is no magic switch.  As technical services staff learn about how the data is used on the public side, some requests for how data displays, for instance, no longer seem nit-picky or mystifying.  
The cross-training becomes even more vital when or, even better, before system cleanup becomes necessary.  The data stored in these systems is exposed, so keeping it clean and streamlined reduces clutter in the catalog and increases accessibility on the patron’s side.  This need to keep data clean is especially true when large packages are ingested; thinking in advance about the metadata coming in to the system, whether that data will be fed into the discovery layer, backend catalog or both and how to present that metadata will head off major cleanup projects in the future.
There are hopes that in the future duplication of effort and streamlined data problems will be resolved by the ability to harvest clean data from a centralized database to be deposited seamlessly in a discovery layer and/or catalog.  A more blue-sky vision is the dream of a ‘data stream in the sky’ from which everyone could harvest.
Table 3: The effects of ADA compliance on technical services work 
Compliance with the Americans with Disabilities Act requires libraries to take a holistic view of the library, requiring consideration of everything from how the disabled might gain entry into the physical library to how some library materials can be used by both the able-bodied and disabled patron.  Two areas of focus for technical services managers are the accessibility of resources and providing an accessible and accommodating workplace for staff with disabilities.  
Collecting materials already made accessible for those unable to use traditional media or making materials accessible are multi-faceted challenges.  Some libraries find that having ADA compliance standards in collection development policies help when acquiring content that is already accessible.  Policies and guidelines for evaluating resources for ADA compliance are also becoming more commonplace.  Others have found resources are available through organizations such as the National Center on Accessible Instructional Materials (http://aim.cast.org/) which provide teaching and training resources, technological tools and best practices.  The federal guidelines on web accessibility (within Section 508; http://www.access-board.gov/guidelines-and-standards/communications-and-it/about-the-section-508-standards/section-508-standards) are frequently referenced.
Being proactive about making a collection accessible helps reduce the risk of a lawsuit.   Multiple libraries have been sued by civil rights commissions as well as individuals stipulating that the library was not providing equal access to materials in their collections.  The resulting settlements include requirements for policies detailing how future purchases of library materials will be ADA compliant or made compliant.
Meeting these requirements can at times be frustrating.  Libraries report problems with some vendors supplying material that is supposed to be compliant but is in fact not compliant, for instance, video material that lacks captions and/or transcripts.  In an effort to ease some of the burden of researching vendors and their compliance, the Libraries for Universal Accessibility community has created a repository of Voluntary Product Assessment Templates (VPAT) completed by vendors (http://uniaccessig.org/lua/vpat-repository/) or instructions on how to acquire a VPAT from participating vendors.  A recent FCC order (https://apps.fcc.gov/edocs_public/attachmatch/DA-14-1141A1.pdf) requires closed captioning of some video content delivered via the web.  Unfortunately, the order is not comprehensive for all types of video and the staggered implementation dates means it will be another two years before all requirements in the order must be met.
In-house solutions for non-compliant materials presents technological challenges.  At least basic expertise in both the software and hardware required may not be available, the software and hardware itself may not be available and the copyright protections on some material can prevent making material compliant.  There is some thought that the vendor community wants to develop models for selling the “read to you” content and so are keeping the protections in place.  Even with such a service, the added costs are likely to present a library with difficult choices.
  The issues that arise when working with staff with a disability or illness which affects their work can make many managers uncomfortable and many librarians ask how to be the best manager for employees who have disabilities.  Particularly troublesome is when a staff member will not acknowledge that their illness or disability is affecting their job performance or refuses offers of accommodation and their continued poor performance triggers disciplinary action.  While human resources departments, an office of disability services or the Equal Opportunity Commission (http://www.eeoc.gov/) may be able to help, sometimes a good faith effort is the best managers can do. 

Table 4: Linked data--is anyone using it yet?  

	The use of linked data in library catalogs promises to help add bibliographic data to the semantic web, making that data unambiguous, widely accessible, and easily shareable.  In combination with the Bibliographic Framework Initiative (BIBFRAME), linked data will help replace the traditional MARC 21 format for bibliographic information in library catalogs and on the web.  At this point, however, few libraries are using linked data in a formal fashion and those who are using linked data are for the most part experimenting with it.  One of the more organized efforts is the Linked Data for Libraries project (https://wiki.duraspace.org/pages/viewpage.action?pageId=41354028).

	
Smaller-scale efforts are taking place as well, though often within a limited scope.  Examples include a music cataloger using linked data for name authorities, making use of the name authority file at the Library of Congress Linked Data Service site (http://id.loc.gov/).  Such efforts can be stymied, however, by the fact that BIBFRAME is still in the early stages of its overall development, there has only been limited information released, and training sessions are just now getting underway.  In some cases it can be hard to get wider buy-in at a library for these new projects due to the very technical nature of the work and which, without working examples to show their utility, are of only limited interest to those outside the specialized community working in this arena.  Even within technical services departments, the concept may have some appeal, but without a concrete form in which to work the theory cannot be put into wide practice yet.  The Jane-athon event (http://www.rdatoolkit.org/janeathon) at the ALA Midwinter Meeting 2015 was an effort to create and publish RDA records, including linked data elements, both as an educational session for the participants and to create a dataset of these records for public consumption. 

More traditional obstacles also stand in the way of adopting linked data within a library.  Some don’t see the current methods and practices as a failure; why fix what isn’t broken?  It can also be difficult for some to conceptualize moving beyond the bibliographic record as it has existed in print and electronic formats.  The card catalog made the transition to the electronic catalog with most of the same basic elements and only recently grew to include things such as electronic resources, the records for which were themselves squeezed into exiting convention.  Within consortial environments, all parties must agree to have records with linked data put into their catalog, regardless of whether patrons see them or not, and there can be a lack of control over the data which is centralized and not locally controlled, narrowing the experiment pool.

Tools for creating or adding linked data to records are starting to emerge.  The RDA Toolkit subscription is one option but there are some non-commercial options as well, such as the new version of MARCEdit. Even with these tools, however, questions remain about the creation and preservation of linked data.  How do we ensure access to linked data?  What if the source of the data disappears?  How do we prepare our current data for the transition to linked data?  Once created, how do we maintain the data itself?  Some of these issues may be addressed at an ALA Annual 2015 preconference sponsored by the ALCTS CaMMS Continuing Education Committee on linked data.

Table 5: Marketing technical services
There is sometimes a perception that those working in technical services do so in part because they are not people people.  They like to hide in their offices and do their work alone.  There’s some work that may be challenging, but really, how hard is it to buy a book?  Overcoming these perceptions is a vital part of promoting the people in technical services departments and the work they do.  The amount of time staff spend in acquiring resources in a fiscally responsible manner can be more than expected.  Finding a title published in the mid-1990s in Russia, arranging payment for a documentary produced and sold in Cuba, or navigating a Japanese vendor’s site are not quite as easy as buying the latest offering from a US university press.  Making the resources available once acquired involves more than just putting a barcode on a book and putting it on the shelf.  
There is no need, of course, for all library staff to understand the fine details of technical services work.  It is important, however, to educate staff about what technical services does and communicate the benefits derived by the rest of the library from that work.  By ensuring that colleagues in the library and, most importantly, administration at all levels at least understand the scope of, if not appreciate the details of, technical services work we communicate our value and justify requests for larger budgets and more staff.   Education for staff entrenched in old ways, especially those inside technical services, is also important.  If we cannot explain internally what we’re doing, how will we ever communicate that information outside our departments?
As part of the marketing of technical services, some advocate re-examining the shifting of responsibilities away from technical services departments and advocating for their return.  Information technology departments have increasingly taken over ownership of discovery services and electronic resources units have been created as entities separate from technical services.  Sometimes these shifts happened because the necessary staff and/or skills weren’t available in technical services.  Sometimes they happened because administration dictated the change.  These services, however, are based on and expansions of the work that has traditionally been done in technical services.  While it may not make sense to bring all tasks back to the department, technical services managers should have a say in the operations as they are all directly tied to the work done in their departments.  
How else might technical services departments market themselves?  Options vary, as one would expect, depending on the size of the library and the level of marketing needed.  A two-minute elevator speech on the work and value done in your department is a handy tool.  Speaking at a public services meeting once a year helps reinforce what your department is doing and how it directly impacts how patrons are served.  Have reference librarians and subject selectors shadow a technical services staff member for a day; explain to them why their request that acquisitions buy a book they saw on eBay for $.29 can’t be fulfilled and why a copy costing $24.99 will be the one charged to their fund.  Make sure all new staff at least get a tour of the technical services department and know who they can approach with questions.  Talk to faculty on a regular basis—one librarian even has a blog followed by faculty—and especially find time to sit down with new faculty.  There is still a disturbing lack of awareness on the part of faculty about library resources and their costs; turn them into advocates for you and your library.
Table 6:  In-house collaborative work; or, getting the work done with less staff

In-house collaborative work has a long history in libraries for projects that require multiple departments’ expertise; weeding projects are a good example of the need for collaboration.  Similarly, consortial collaboration to acquire materials and manage union catalogs is nothing new.  Increasingly, however, shrinking staff numbers has led to more and more cross-training and collaboration—if not outright transfer of duties—between departments to ensure that the work is getting done.  This extra assistance can be most welcome for the short-staffed technical services manager, but is not without its challenges.  Workflows inform our staffing decisions and help determine where to best locate a task.  Buy-in from the staff taking on these duties, however, is not always seamless so finding allies during the planning and transition phases should be considered.

The disposition of interlibrary loan (ILL) duties has changed in recent years with technical services departments either absorbing or assisting the ILL staff.  At least one library, though, reports that ILL is moving out of technical services and to the circulation department.  Underutilized circulation staff are being trained to take on these duties, taking the burden off of overworked acquisitions staff.  Serial check-in, for those libraries still utilizing check-in, has also moved, sometimes to the e-resources department as the transition from print to electronic journals proceeds.  This shift to the digital also influences how ILL and e-resources interact as article delivery is increasingly electronic. 

	The growing number of electronic systems and resources also impacts the relationship between information technology departments and technical services.  Defining the boundaries of responsibility between the two departments offers an opportunity to define the ways the two might collaborate instead of creating a silo which in turn leads to duplication of effort.  One manifestation of this issue occurred for a library when there were difficulties with URL linking/lack of access issues soon after a change in personnel.  A reference librarian, informed by a patron of a dead link, reported the problem to the technical services department.  After initial troubleshooting did not resolve the issue, the report was passed on to the information technology staff.  In the past, the systems librarian simply contacted the vendor providing access and did no further work on the issue.  The new systems librarian, unaware of past procedure, duplicated many of the steps already completed by technical services.  In this case documentation of the workflow would have helped avoid the duplication.  Being proactive about workflow and boundaries and defining how the two departments work together may prevent a similar situation elsewhere.

	Not all collaboration is with permanent staff.  Student workers are being used to varying degrees beyond traditional postings in circulation, shelving and physical processing.  One library reports that due to a recent reorganization, students who once assisted with bindery pick-up from public services are reassigned to the acquisitions unit to help with the serials workflow.  This shifting of student staff not only helps fill an internal need but meets the expectation of the campus administration that the library be an employer of student.  There are, of course, challenges with using student workers.  Poor attendance and on-time rates, ennui, limited work hours and, in some cases, union regulations affect how effective these students can be in their contributions.  The level of work needed within a technical services department also varies and may or may not be appropriate for an undergraduate.  Many undergraduates, with training, work out well but for some libraries employing masters-level students is a better solution.  

	No matter what type of collaboration happens in a library, there can be ‘people issues,’ especially at the beginning of a project.  Anxiety about the changes generally and about job security more specifically can cause resistance and disrupt the process.  Not all these fears are unfounded.  One library reported that a workflow analysis, intended to be used for internal adjustments and advertised to staff that way, was used by administration to cut staff.  In instances where there is succession planning occurring and job duties are being analyzed, questions about division of duties may arise especially if a shifting of duties from the successor to existing staff is anticipated.  Change management becomes critical in these situations.  Working with campus human resources departments, consultants and being as open and up front with staff as possible help ease the anxiety on the part of the staff and the stress level on the part of the manager.   
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