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Report of Business 

Shifting Technical Services Priorities to Meet Evolving Needs of the Institution

Library technical services have been undergoing radical changes and are facing new challenges due to shrinking budgets, reduced positions, new E-formats and technology. Shifting priorities and seeking innovative approaches and workflows are critical in meeting these challenges. 

The ALCTS Technical Services Managers in Academic Libraries Interest Group met at ALA Midwinter to discuss topics and ideas for solutions to some of the challenges we face.

The meeting was called to order by chair, Annie Wu. Approximately 62 people were in attendance.  The discussion was organized around six tables with five different topics and five discussion leaders.  Table topics included:

1. Aligning technical services with library initiatives 

2. Applying new technologies to improve workflows 

3. Leveraging cooperation across institutions 

4. Retooling technical services staff to meet evolving needs 

5. Collaborating with other departments within the library  

The table leaders were members of the group’s steering committee. These included Linda Lomker, Annie Wu, Jack Hall, Roberta Winjum and Betsy Simpson. Each table also had a volunteer recorder. Discussion at each table was reported to the audience at the end of our program.  The report of each table discussion below has deliberately been left long for the benefit of those unable to attend our session.
The Technical Services Managers in Academic Libraries Interest Group Steering Committee hosted an ALCTS e-forum from January 26th to 28th to continue the discussion of our program topic. 94 people participated our e-forum discussion. The discussion generated many good ideas that we believe will benefit technical services operations of all types of libraries. The e-forum discussion report is available on our interest group’s web site via ALA Connect: http://connect.ala.org/node/66147
Table Topic 1: Aligning technical services with library initiatives (Facilitator: Roberta Winjum)

1. Listed some initiatives that include a Technical Services component:

· Closing a library

· Digitization

· Shifting items to a depository


2. Establishing new services: 

· If you find the Technical Services component is often forgotten, you have to make sure you’re always at the table and have a good relationship with Reference Services. Make every project a library-wide project.

· Is the line between technical and public services blurred? Not yet, we decided. Technical services staff feel threatened by cuts. We need to find ways to involve them in projects. It is the responsibility of leadership to sponsor this involvement. Do people not blur because they don’t want to get involved outside their division?

· One librarian mentioned cross-training. When you do that, lots of people see what other people’s jobs involve and it fosters appreciation across individuals and departments. We need to have the feeling that we’re all the library.

· Technical services staff can present new ideas, but it requires vision and leadership to recognize and nurture new ideas. Is it easy to get library-wide support for them?

3. How do we add new initiatives to regular workflows? 

· Work has been shifting because of changes in budgeting. Staff need to work together in new areas based on what work there is. Leslie talked about needing to find things for acquisitions staff to do. It is hard to know how much time people have as work lessens/changes. One librarian suggested doing a workflow analysis, which would involve letting people describe their priorities and what they think their stumbling blocks are. This exercise in her library has streamlined workflow and helped them all reprioritize. Again, cross-training is a plus because it provides backup for everyone. The work is being realigned.

· Theme of shifting work and work realignment: you have to be at the table and be pushy to let librarians in other divisions know your department is available for that new work.

4. Challenge of getting existing staff to do something new:
· There are a lot of people who can’t or won’t. One member of the group said that the people who have time at her library don’t match the new work that needs to be done. You need to break the work down into parts that can be distributed to a number of different people. There are also ethical issues related to compensation. We need more flexible staff structures.

· The table agreed that we cannot have people who can only do one thing. It’s important to establish expectations of staff about meeting the needs of students and faculty. There is less sensitivity now to keeping on people who just can’t meet the needs of the department’s work. Human Resources can get involved for support. This is also a problem for younger librarians, who take on more work or are presented with less opportunity because the organization can’t restructure workflow.

· People are finding work to protect themselves instead of there being a vision from administration to re-deploy people where the work is. People cling to traditional work, but in this they are doing themselves a disservice: they may be downsized. There are also generational differences in how peak-career librarians (age 55ish) feel about their work and its importance and also how work should be done (doing things right the first time, being thorough, etc.). It can seem like some of the things that used to be important are now negatives. This is a mindset that needs to change to meet the demands and expectations of a different kind of patron base and different kind of information environment. Discovery layers, for example, really muck up the authority control of the catalog. Going that direction requires a change in values, which is why it’s hard.

5. How do we involve others in our new initiatives?

· We need to talk about values and goals instead of what do we do now and how can we do it better/more. What is the purpose of the catalog now and what do we want it to do? Is the ILS holding us back?

· Technical services departments are in the perfect position to innovate by forming consortia, collectives, streamlining with other institutions.

Table Topic 2: Applying new technologies to improve workflows (Facilitator: Annie Wu)
1. What new or emerging tools, software, systems or services has your technical services department adopted to improve workflows in cataloging, acquisitions or serials?

· Catalogers Desktop - fairly substantial changes that needed to be adjusted to.

· MarcEdit - generate records from spreadsheets and editing. Pull records from OCLC. Ex. have to provide marc records from group of records like from JStor. Can use acquisitions order information from a database and can dump into comma delimited and upload into MarcEdit to create brief records. (Annie Wu did a presentation on this last year at Midwinter.) Also used to modify vendor records. Can be used  to maintain/manage the records for ebrary collection. It can be done as monthly updates. It is especially useful if you need to make global changes/updates. 

· PURL OCLC Software - used for URL maintenance. Great when cataloging for groups or consortiums because you can update native database URL to specific for that library. 

· ERM - used to generate database pages, A to Z list, etc.

· YBP Gobi and Gobi Alert - challenges to share alerts with faculty. 

· YBP Shelf Ready - several are using this and one is just getting set up. Remember the records do not need to be perfect, they need to be accessible. Access points are important for discovery. Phase cataloging approach is being used by some. We trust our colleagues to do a good job. Some level 3 quick and dirty records are used and these can be uploaded to OCLC. PS no positions were lost, they were reworked into other projects/duties. One library does look for staff with a second language so they can be used for other things.
Some get PromptCat and some get Yankee records.

· Brodart Compleat BookServe is used by one at the table. The company was like having an extended cataloging department. They did everything that the local cataloging librarian would do.

· Word macros may also be used to clean up records.

· Purchase on demand - load records into catalog and have a Purchase button. This is through YBP. They have less than 200 right now.

· Purchase on demand for ebooks is available through ebrary.

· Dual monitors are marvelous because you can bring resources up on one and records on the other.

2. How did you inform your staff about the new technology and changes in workflow? What reactions did they have? How did you help your staff learn and apply the new technology? 

· The staff are often the ones to offer the information. They appreciate the tools that make their jobs easier to do.

· The hardest barrier is accepting records that are not "pretty".

· Staff on "newness fatigue". A lot of major changes have been brought at the same time. Bribes work - chocolate.

· You might want to bring a trainer in to assist with the new technology. Use your vendors for this.

· Remember that staff will handle changes differently. Try a variety of methods: hand holding, encouragement, and give them time to learn.

· Document the new procedures with step by step instructions. Provide it on wikis, intranets, portals, etc. You may use chat or forums for questions/answers. 

· BaseCamp - project management software - can be used for this.

· SnagIt is a good screen capture program. TechSmith is the company and it has a free trial version. It is good for syncing files too.

3. With shrinking budgets, how did you gain the support of your institution (library) for the new technology or system?
· Pose the benefits and better efficiencies that will occur. Technology is easier to request than newer staff.

· How do you get staff positions? 

· Start them out as part-time.

· Offer education initiatives for MLS training and then they might stay for positions that open.

· How do you train yourself?
Help screens and self-learning are used mostly. Sometimes playing with the product may occur on your own time. Continuing/staff education are also great times to get this done.

· Remember that the manager does not need to know everything. Train the person using the technologies to be the experts.

· Webinars are popular for new technology.
Staff may think they do not know something but they really do.
Vendors may not know how to accommodate for your institution. Tap resources - others that also use the product and/or sister campuses. This will essentially grow your resources even if it isn't physical staff.

6. What new technologies are you aware of that are used by other institutions or vendors which can benefit technical services in libraries?
· Macro Express - programming macros for repetitive key strokes. It works across programs.

· NotePad ++ - working with XML presents better tags - includes color coding.

· RightSphere from CCC might help with clearing copyrights.
Sherpa/Romeo collection of journals to tell you copyright clearance but it doesn't include every journal and it doesn't include book publishers.

· Can you generate marc records from ERM?
Serial Solutions discussion

· Do you correct inaccuracies?

Table Topic 3: Leveraging cooperation across institutions (Facilitator: Betsy Simpson)
1. Which cross-institutional partnerships and consortia does your library participate it?

· Libraries are involved in numerous cross-institutional partnerships and consortia at the community, state, regional, national, and international levels.  Among the groups cited were the following examples: Phoenix Group (Dallas/Fort Worth metropolitan area university libraries with Texas Tech and Baylor Universities), State University Libraries of Florida, Amigos Library Services, Greater Western Library Association, and Association of Research Libraries.

2. What are the benefits for your library?

· Multiple benefits are derived from these memberships, including cost reductions as a result of resource sharing, consortial purchases, cooperative collection development, shared storage facilities, and centralized training.  

· Building alliances is also viewed as a way to maximize political clout and collaborate to resolve common issues and problems.  Specific examples: Orbis Cascade consortial catalog and WorldCat Local gateway (http://www.orbiscade.org), State University Libraries of Florida's shared Endeca-based catalogs (http://catalog.fcla.edu/ux.jsp), recent announcements of centralized operations (Five Colleges consortium in Massachusetts - http://www.libraryjournal.com/article/CA6708019.html?q=massachusetts+technical+services+colleges+five; Columbia and Cornell Universities' partnership http://www.libraryjournal.com/article/CA6701530.html?q=columbia+university+cornell+technical+services)

3. What are the disadvantages?

· There are disadvantages to consortial arrangements as well.  Institutions are sometimes forced to compromise local interests for the greater good, divert FTE away from local needs, and incur costs associated with the management of consortial efforts.  

· Deans and directors have a tendency to overlook potential pitfalls of shared projects, and when problems or delays are encountered, expect staff to succeed in spite of the complexities.  To push in new directions often requires the strong determination of one or more leaders in the face of competing demands and both valid and misguided criticism.  

Table Topic 4: Retooling technical services staff to meet evolving needs (Facilitator: Linda Lomkar) 
1. What new expectations are being placed?

· To work with e-resources, system skills often are required and staff members need to be able to learn.  It can be difficult to teach the skills, but it is important to be proactive, creating programs and classes for those who need to learn.  Trouble shooting can be complex and involve working with vendors, systems staff etc.  

· Technical services functions are not just “clerk work” and a lot of the easier tasks are being outsourced anyway.  Some traditional functions aren’t necessary for e-resources such as check-in for serials or marking for books, etc.  Some libraries have given up some clerical positions to raise others to have the level of positions required for the type of work that needs to be done.  The fact that the work is getting harder and takes longer should be expressed to others in the libraries including the dean/administration.

2. How do you set priorities for the staff assignment?

· Setting priorities is an important aspect of managing the changes.  A strategic plan determines what the institutional priorities are.  Agreement on priorities with collection development staff, especially where e-resources, new print resources and projects to catalog “hidden collections” compete for technical services staff time. 

· Technical services staff need to plan carefully for and present the value of the projects undertaken.  Give realistic timeframes for projects, inform administration about what is neededto work on them and what the priorities are.  Negotiation may be necessary.  Statistics can be useful for making a case.  Staff often can see the value of the projects and understand the time commitment.  Also value-added work such as form/genre subject headings can be appreciated as better service for library users.

· It is important to evaluate workflows to reduce redundancies among different technical services staff members and even among technical services staff and staff members of other units.  Sometimes the elimination of such redundancies allows more staff time for e-resources and metadata work.  Then staff members who are willing can be tapped to learn the new skills and take on new duties.

3. How do you identify staff to take on new skills?

· As much as possible, staff members selected for dealing with new materials should be those who are interested, even enthusiastic, about learning something different.  Interest/skills assessments can help to determine who is suited to taking on any new assignments. 

4. How do you present and explain the need to develop new skills?

· There are ways that staff members can understand what is happening and why the need for change.  Working on service desks can help people “see” the library users’ needs more clearly.  Encouraging staff members to read professional literature, join lists, attend state library conferences or other meetings can help broaden understanding.  Staff meetings and posting notes from the meetings can be useful for keeping everyone informed.

· Sometimes reluctant staff members can come around if supervisors deal with the fears such as learning slows their productivity; they have so much work to do already etc.  Writing training for new duties into the job expectations, setting aside time for training as part of the work week for employees learning something new, adjusting job descriptions to include the new tasks and reducing the time spent on other tasks where possible can help them embrace learning something new.

· Learn new skills and approaches can be difficult for long-term employees proud of their knowledge of and ability to handle print and other types of materials.  It is not always the long-term people who resist working with electronic resources; it is more about a positive attitude toward learning and doing new tasks than longevity or age.  

5. What about staff members who are resistant to change?  
· It is important to communicate to staff how technical services work is changing and that their jobs need to change with it.  Staff members need to learn new skills, especially when the work that requires the new skills is growing while the work requiring the old skills is not.  (Thinking you could lose your job can be a good motivator.)  Sometimes shifting the role slightly, easing people into it, works.  Blaming it on new technology can direct people to the reasons for the change and away from blaming the supervisors asking them to accept change.  Training can go a long way although it is labor intensive and finding time can be hard.

· Rewards and incentives can help keep the staff engaged and motivated.  Suggestions included conferences, lunches, special days, gifts, staff appreciation events, large gold stars, contests and theme parties.

· Other points were made.  One was the importance of making a point to mention technical services activities, stats, etc. at department meetings to tout achievements and demystify technical services work to the rest of the library.  Regarding consultants, make sure they are geared toward your library’s needs and realize that it can be useful for someone neutral to look at the whole operation.  

6. What kind of training develops those skills? 

· Training is a big issue.  It is essential that staff members learn how to do the different tasks required.  Sometimes the training is done in-house in the library.  If technical understanding is needed to load batch records for example, the library systems staff may take a hand in training.  Training offered through web courses, OCLC, state library associations and library networks can be useful staff learning opportunities.  Once staff have been adequately trained and have some experience, they can trouble shoot electronic resources, fixing what they can and referring other types of problems to those who can fix them, such as systems staff.

Table Topic 5: Collaborating with other departments within the library (Facilitator: Jack Hall)

(TS=technical services; PS=public services)

1. What organizational divisions does your library have? (public services, technical services, other divisions, other ways of organizing the institution?)

· The consensus seemed to be that public and technical services are the typical divisions in most medium-sized libraries. Reference is sometimes part of public services and circulation is sometimes part of reference. TS is often cataloging, acquisitions, physical processing, and serials—ILL was sometimes included too.

· Changes in collections and budgets are having a huge impact in TS—job assignments are being modified or completely changing.

· One library reported a physical challenge in its library—TS is physically isolated; living in the subbasement and requiring a separate elevator for access. This isolation promotes the “us v. them” from all perspectives. 

· Much of the early library budget “cost efficiencies” are happening in TS. TS staff are being encouraged to actively seek ways to work smarter and get things done with less staff. 


2. Does administration promote good communication and cooperation in your library? If so, how have they done that? If not, why do you think that is?


· A lack of interdepartmental communication was noted in many of the libraries—library size didn’t seem to matter as both small and big libraries feel that communication could be better. 

· Technical services librarians and staff need to do a better job of explaining exactly what we do and why it’s so important. Public services simply don’t know—and therefore may not respect—the TS contributions to library operations. Any narrative communication should be clear and understandable.

· Some noted that monthly meetings with dept/unit head reporting on their activities is a way to begin sharing the value TS brings to the table. Others thought that real listening may not be happening during this type of meeting. 

· One library mentioned regular attendance of public services staff at the monthly TS all staff meeting and TS staff going to the public services/reference meetings as well. This opens up a possible line of communication.

· Librarians meetings—regular and irregular—are also a means of sharing what is happening in different parts of the library.

· Librarians participating in annual peer reviews provide an opportunity to share how teaching happens in TS.

· Library units meet and minutes are posted but if the minutes don’t include real [comprehensive] explanations of what is being discussed there is no framework in which to place the comments—increases rather than reduces confusion between depts./units.

· TS staff need to do a much better job of communicating what we do and its value to the library’s mission.

· For some, the small size of their library makes communication difficult; for others the large size of their library presents the challenge. 

· Some libraries have peer review in evaluations, which promotes communication. 


3. How well do divisions and departments collaborate in your library? How necessary do you feel it is to improve collaboration? How well do librarians and support staff communication and cooperate?


· Some of the collaboration challenges could be related to public services having more professionals [librarians], while technical services is often made up of primarily paraprofessional staff.

· Technical services staff are often seen as unnecessary by public services—TS staff as comparable to a WalMart clerk. This is reinforced by losing many TS staff positions as library staffing has been downsized. 

· Many libraries reported that TS and PS staff work together on task forces, projects, and committees. This is positive as it gives a personal face to TS staff and actively involves them in library activities and decision-making. At least one library reported that TS staff are seldom asked to sit on committees outside of the TS dept.

· Almost everyone reported a move towards more librarian publications. This is seen as an opportunity for collaboration between librarians.  This coincides with a move towards increased expectations for librarians with faculty status. There is the perception that librarians are, or soon will be, evaluated in a manner similar to the teaching faculty.

· Catalogers being willing to make changes in catalog records cheerfully at the request of Public Services staff promotes good will and collaboration.


4. What are examples of collaboration among your departments in recent years? What are some cases in which collaboration was not so good, and why do you think that was? In what ways could they have been better?


· TS staff working on the PS desks is seen as a collaboration opportunity. PS staff was at first resistant but the TS paraprofessionals with their collection knowledge are able to provide good user services. One librarian pushed for this and made it happen. The TS staff was solicited for interest—not everyone is good at the reference desk. 

· One library reported on Project Search. Kids with special needs are learning job skills and working in TS. They are doing routine jobs such as checking in serials, alphabetizing, and physical processing. The TS paraprofessional staff are becoming mentors to the kids. This is great community outreach and a great staff benefit—everyone wins.

· The institutional repository is a TS responsibility but PS staff are selecting/recommending materials for inclusion. Digital projects are seen as a wonderful place for collaboration among different library units and with the wider campus community.

· TS catalogers catalog Special Collections/Archives materials, and records are reviewed by Special Collections librarians for content, editing, and additional notes before records are added to OCLC. Working together the two units are providing quality cataloging for SC materials.

· Electronic thesis access is a natural collaboration point. PS collaborating on copyright questions (copyright questions different for eResources). Sometimes copyright expertise is in TS. Copyright is an institutional problem and ‘all-hands-on-deck’ is a good strategy.

· There was brief mention that a unionized library may promote collaboration. Although represented by different unions, the union concept provides common ground and the opportunity to share information between groups. 

· TS staff in one library are helping with ILL searching—especially the OCLC searching skills might be superior. When ILL staff are inundated, TS staff step up and help.


5. How could collaboration in your library be improved? How could you and others in the library go about improving collaboration?


· Some libraries reported taking on non-library functions. Campus IT is sometimes part of the library. One library reported taking on campus HR activities and another that all campus work-study employment is coordinated by the library.

· Campus IT and computer services are seen as a natural library/non-library collaboration conduit.  There was an interesting report of combining the IT and Library phone help services and IT administration recognizing the high quality customer service skills brought by library staff. Library staff have taken over primary responsibility for the telephone help. 

· Much of what happens is on the personal level. One librarian approaches another and they work together on a project. 

· Committees, working groups and task forces with a variety of staff (TS and PS) and members (librarians and paraprofessionals) and possible community members are good ways to promote collaboration and working together. 

· TS has been actively collaborating with vendors for a long time.  Yankee shelf-ready process was offered as an example. 

· For a consortium, TS collaboration in acquisitions and cataloging is being widely discussed and considered in some libraries. 


6. Miscellaneous


· There was discussion of the catalogers’ need to make perfect records and the movement towards creating a good record that may later be enhanced by someone else. Cataloging needs to make things findable and useful. Moving beyond the “p” [perfect] word is seen as necessary outside of TS and gaining momentum inside of TS.

· Some inter-library collaboration on collection development is at least being discussed and considered. Trying to find a way to optimize budgets and more closely share resources is the goal. 

