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ANYTHING CAN HAPPEN
IN THE ZONE

Library and Departmental Change Driven by Migration to a
Cloud-Based Library Management System

November 28, 2017

Josh Petrusa

Associate Dean for Collections & Digital Services
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Responsibility to Users

:
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| | Tbe (ibrary can help you succeed

- - 2 .

| Studies indicate students who make use of library resources % " \
and services have higher retention rates and GPA.

|
a N

Krista M. Soria, Jan Fransen, and Shane Nackerud, “Library Use and Undergraduate Student Value 0[
Outcomes: New Evidence for Students’ Retention and Academic Success,” Portal: Libraries Ac_ader_nlc
and the Academy 13, no. 2 (2013): 147-64. Libraries

Association of College & Research Libraries
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Change: Ever Thus

' AT
Freeman Memorial ChAeswn Cllaen | axymanh (977

Library gets typewriters for students

| CLEAR LAKE — cents for twenty and a half-space key rary service is the take notes or prepare |
The students’ need for minutes or twenty-five for clear corrections latest in a continuing Papers in the library
| typewriter use within cents for one hours. and line justification.  series of additions Wwith suitable reference
|the library has been provided by ‘the worksdirectly athand.
| met by placing a new The SCM Model 120  The typewriterhasa Friends of Freeman = Students find thatthe
[SCM  Model 120 features electrically ‘manual return and a Memorial Library. transition from manual
| typewriter in Freeman operated keys, jeweled touch control * which machines ' to  electric
| Memorial Branch Lib- main bearing, wide allows the typist ac-  Similar typing machines is done with
rary, Clear Lake City. carriage, five customed to a manual facilities at other lead- ease, and that the d

3 automatic  electric typewriter to make the ing educational  superior appearance of

The typewriter is repeatactions,copyset change to electric typ- institutions have been - the electrically typed
coin-operated. The adjustment (gives up ing with ease. warmly welcomed by page is beneficial to
{nominal charge is ten to ten carbon copies), This additional lib- students, who can now  them.

ax
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Why the ILS?

Migration to a new kind of
ILS should allow libraries to
do new & different things.

BUTLER y

UNIVERSITY CC BY-NC-SA 2.0 - HeadOvMetal



How Do We Get There?

 Embrace new
technologies

 Facilitate adoption by
staff

 Plan for both
organizational, and
personal level support

« Abandon (or scale back)
legacy services and
workflows

BUTLER CC BY-NC-ND 2.0 - rodneycampbell (Flickr)
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HisTORY

(literature review, arguments, etc.)
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44 MANAGING TECHNICAL SERVICES IN THE 90°¢

FIGURE 1

PTOLOMEIC VIEW
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world revolves around library technical services, nonetheless it is
dangerous to move outward from the specific to the general. Tech-
nical services is not the center of the library world, nor are libraries
the center of the information world. If nothing can occur at the outer
cdge of the information world without revolving around some
action library technical services tzkes then libraries would dictate
developments in the information world rather than respond to those
developments.

e

Amaold Hirshon 45

By contrast, a Copernican {or ““external””) world view puts the
information creators at the center of the information universe {see
Figure 2).

In this view, technical services is one of many information orga-
nizers and providers. The library exists in one of the outer orbits.
This view illustrates that libraries and their operations not only
work with the general public, university faculty, and administra-

FIGURE 2

COPERNICAN VIEW

echnical Servicag

Arnold Hirshon, “Beyond our Walls: Academic Libraries, Technical Services, and
the Information World,” Journal of Library Administration 15, no. 1-2 (1991)

Hirshon:
“While it is
reassuring to
library staff to
think that the
information
world revolves
around library
technical
services ... it is
not the center of
the library
world, nor are
libraries the
center of the
information
world”



FIGURE 4. Technical Services Organization Chart (1975)

Associate Director for Technical Services

Serials

Cataloging | Acquis'rtions |

FIGURE 5. Technical Services Organization Chart (1991}

Associate Director for Technical Services

!

Cataloging Acquisitions

Serials

20037 20107 ... 20167?

Image: Arnold Hirshon, “Beyond our Walls: Academic Libraries, Technical Services,
and the Information World,” Journal of Library Administration 15, no. 1-2 (1991)




Library Org Chart should ... (Hirshon, 1991)

MICHAEL SCHUMACHER MADE HIS FORMULA ONE RACING DEBUT
# 3 POLAND HELD ITS FIRST FREE PARLIAMENTARY ELECTIONS Y ¥

« Reflect alliances with other
information providers on
campus

(=jLS QY NETH EHI. % SLYVEON

* View the library from the
outside in, stressing direct
services to the user rather than
internal operating procedures

EVIN COSTNER STARRED IN 'ROBIN HOOD - PRINCE OF THIEVE.
SOVIET UNION WAS OFFICIALLY DISSOLVED AFTER 73 YEARS

» Decentralize processing _
operations to their related hpe
PATRICK SWAYZE

pUbliC SeI'Vice - i thrills as Hollywood’s

* Be dynamic, with annual fine-
tuning

« Reflect a new level of
sophistication in integrating
technology into the
organization




Library Org Chart should

... (Hirshon, 1991)

« Reflect alliances with other
information providers on
campus

* View the library from the
outside in, stressing direct
services to the user rather than
internal operating procedures

» Decentralize processing
operations to their related
public service

* Be dynamic, with annual fine-
tuning

« Reflect a new level of
sophistication in integrating
technology into the
organization

» IT, Honors, Library
work on theses

» Consolidation of service
points to simplify for
users

» Or, locate where it
needs to be

» Every opening requires
an adjustment

» New ILS tech, new
procedures




“Knowledge Access Management” (Koh, 2000)

S0, pp. 163174
g+ All rights resevved

Knowledge Access Management:
The Redefinition and Renaming of
Technical Services

CERTRUDES. KOH
Graduate School of Library and Information Science, Dominican University, River Forest, IL, USA

The context and environment for library technical services
may be best described by the examination of influencing
factors, which shape and direct these services. Of these fac-
tors, the dominant current forces — economic pressures {ie.

budgetary constraints), user expectations, and technology —
affect how technical services are changing and converging,
thus requiring a new definition and renaming. Knowledge
access Management s presented for consideration,

The need for redefinition and renaming

A renaming and a new definition for library
technical services in the briskly changing world
of libraries as information systems are urgently
needed. The need for the redefinition and the re-
naming of technical services stems from these

fered through DIALOG and other such online
databases. A more definitive shift from housing
holdings to accessing remote resources is evident
more recently. The World Wide Web has begun to
facilitate the delivery of Internet resources by
bundling all different formats, such as text, graph-
ics, and sound, :n C\-bt‘r'spzlc.e The conccplual

[ . TP R TR TR T (S,

Gertrude S. Koh, “Knowledge Access Management...” Libri 50, no. 3

(2000): 163-173.

“The shift from passive

information provision to active
knowledge access management
must be undertaken if successful
adaptation and adjustment of the

profession is to occur in these
changing environments”

Built on NT Technology

Starting up.. IEEEEEEN
Copyright @ 1985-1999 Micrasoft Corparation

Libraries Home
Search the Catalog
Indexes/Databases

" &\
r N
General Information| BEEEETE L Library Instruction For Facult

Indexes & Databases

‘ Butler University Libraries Butler Home

Learning Resource Guides

” Interlibrary Loan

Butler Web Catalog

ILIAD (text catalog)
HAD text catelo 'P'“fm"” i by Government Documents
Other Library Catalogs 4 "',’”’"mm ig!;'lMI‘i“lm

L i

Rare Books &

Internet Resources w M Special Collections
E-Journals . Reference
E-Resernes : Research Tools by Subject

What's New? || Staff Profiles || Suggestion Box || WebMail @ Butler || Blackboard
Butler University Libraries - 4800 Sunset Ave. - Indianapolis, IN 48208 | Irwin Library (317) $40-9227 - Science Library (317) 840-9401




Forces inspiring change

« Departmental merger driven by
campus-level budget cuts (Doherty
& Piper, Tech Serv Qrtly, 2015)

» Restructuring because e-access

of staff, most of whom were
dedicated to long-standing
practices in book acquisition &
maintenance (Miller, Sharp &
Jones, Collection Management,
2014)

« Especially in ARLSs, tech serv staff
have become highly involved in IR
activities, but departments were
not re-organized as a result
(Connell & Cetwinski, Tech Serv
Qtrly, 2010) CC BY-NC-ND 2.0 by Teflon (Flickr)




Web-Scale (Next-Gen) Library Management Systems

4% Woridwide -  English

®ocLc a

Membership ¥ Products ¥ Support ¥  Research ¥  News & Events ¥ About ¥ Signin to Services  Contacts

@ \WorldShare’

Management Services N\ gkt -] Ben [+
EXL'D”S Alma Search al www.exlibrisgroup.com 3
An integrated suite of cloud-based library
i S Home | AboutUs | Products | CustomerSuccess | Collaboration | Careers | Biogs | Mews | Events
management applications
Ex Libris Alma
Products ~| Alma Customer Testimonials
e o The next- library management solution
i m mor rderin See what tomers have t
Querview, Leamimore’ Ordering services. Alma is the solution your library neds as the focal point of eaming and research atyour instiution. 1 A
e Designedto hande all resource types, Alma supports library collaboration and helps you optimize your
v User experience and collection with rich analytics
Primo Discovery and Almais designedto ensure ihat your entire collection Gan be managed through a single interface and
= Deivery that you can continue to senve students, instructors, and researchers with a collection optimized for
ave time anda money. Imp Sumon e s nl s, WA Ama o can anage all h f6ouIce ypes s olctons nclude wiina single
Discovery interface, including electronic, print, and digital. In addition, Alma fully Supports the collaboration crucial
for yourinstitution in the modern acadermic environment with built-in supportfor different levels of
Rosetta digital management ¥ uPP = Why Your Library Should

.
service to users T CONSOMiUM ITangements. AIMA'S ACHVE USET COMMU == ~4==mre. ~=twink ~etiomnrctine
. capabilities allow your library to benefit from the experie

Leganto reading ist solution
OLIO The Collaboration - Platform - Ci Hosting « Apps « Updates « SIGN UP

B N ke Aleph, Voyager integrated werldwids
Faced with scarce resources, changing user needs and inc Crpeos
collections and systems, libraries are looking for new ways ““m‘f’“’“ LBEmD Alma Customer Testimonial - David
soution
money while improving service to their users. By sharing d¢ SFX Lk Resolver

across many member libraries, WorldShare Management £

the future of libraries is

OPEN

A community collaboration to develop an open source Library
Services Platform (LSP) designed for innovation.

« Large-scale technology
platforms
° Applications delivered oot emociient

Alma handles the management of electranic, print, and

infeace

using multi-tenant SaaS
« Massively aggregated

approaches to data
« Highly cooperative s ay]

arrangements among

participating librarie€s  warshall Breeding, Computers in Libraries, Jan. 2012 -

http://librarytechnology.org/repository/item.pl?id=16577



http://librarytechnology.org/repository/item.pl?id=16577

PALNI, BUuTLER, ETC.

Why change now?
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Changed Priorities

1,400,000
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Library Resources
Expenditures

(in$)

E-Resources

M Physical
Materials




Changed Priorities

250,000

200,000

150,000

100,000

50,000

ILL ltems Borrowed

Reserve Loans

Total Loan
Transactions

Ebooks Accessed

ContentDM Item FT Article Requests
Views

Digital Commons
downloads



(Local Context)

« PALNI Consortium

" Tstitution ~PALNI
II,IStltUtlonS . \} Collaborative, Strategie, lnnovative

* First Academic
Library group to
select WorldShare

Management Services

PR

2013 OCLC

WorldShare’

* Implementation
2013-14




(Local Context)

» 50 Anniversary of
Irwin Library (2013)

« New Dean of
Libraries (2012)

 Strategic Planning
Process

» (migration, too)

inl 4 s
,' AJ‘
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Migration Driving Change

« Traditional
departmental units

Works; & wm 2 Furnace!

. TECK SERVICES
* Increasing budget QFFICE

share to online P e L
resources
 Activities still print-
centered
* Long-tenured staft

It Was'é Stockroom! It Wa‘s a. Cfoset!
It Was Where Everyone Dumped Junk!

ACME Upstairs Library School

http://simplebooklet.com/publish.php?wpKey=zwTY8mLC -
C3wV310RtETcye




Recommended Reading

* Bridges: “holding onto familiar
practices will leave
organizations out in the cold,
while more savvy competitors
move ahead.” (ix)

« Bridges: organizations face
transitions due to mergers,
technology, or business model
changes

THE MOST
OF CHANGE

[ENETENY R

« Koh: factors driving change in
libraries include economic
pressures, user expectations,
and technology




“It isn’t the changes that do you in..”

Transitions.

Understand this is an experience that all staff will
experience differently; communicate the goals.

CC BY-NC-NC 2.0 by Almekinders (Flickr)



Reflect, Say Thank You, Grieve

Nothing so undermines
organizational change as the failure Change Style Map
to think through the losses people

Change Role: Preferred role during change
Orientation: Focus during change

— William Bridges — Openness to Change: Attitude about change

Emotional Expression: Degree of emotion expressed during change

face.

AZ QUOTES

Lead Change Role Follow
£
) 1
z 0
€ ®
g Collaborator Protector
¢ 9
& g
a g
© o
S g
'g Initiator Questioner 4
s £
3

Excited Openness to Change Cautious

Change Style Assessment from The Ryan Group:
https://ryangroup.contentshelf.com/product?product

=I11302250000013BE -




The Three Phases of Transition

ime >

The New
Beginning

The Neutral
Zone

Ending,

Losing, Letting Go

Phase 1. ENDING: Letting go of old ways and the old identities within the organization.

Phase 2. NEUTRAL ZONE: The in-between time when the old is gone but the new isn’t fully operational; the critical time for psychological
realignment and re-patterning.

Phase 3. NEW BEGINNING: Coming out of transition; the time for developing new identity, experiencing new energy, and discovering a
new sense of purpose.

William Bridges, Managing Transitions



The Neutral Zone

The Transition Curve

mm /\l—e-w'

Beginning
Dcnnl Hope
Anger Energy
—_——— Anxiety

A sense of becoming

Shock
Enthusiasm
Fear Impatience
Anger Acceptance
Frustration Skepticism
Confusion Creativity
Stress
Approach
Avoidance
L

Chaos = Creativity

M.C. Escher - Sky and Water I (1938)




“The Zone” — Andrei Tarkovsky’s Stalker (1979)

FE | sy

“LET THEM BE HELPLESS LIKE
CHILDREN, BECAUSE WEAKNESS
IS A GREAT THING, AND
STRENGTH IS NOTHING. WHEN A
MAN IS JUST BORN, HE IS WEAK
AND FLEXIBLE. WHEN HE DIES,
HE IS HARD AND INSENSITIVE.
WHEN A TREE IS GROWING, IT’S
TENDER AND PLIANT. BUT WHEN
IT’S DRY AND HARD, IT DIES.
HARDNESS AND STRENGTH ARE
DEATH’S COMPANIONS. PLIANCY
AND WEAKNESS ARE
EXPRESSIONS OF THE

rko FRESHNESS OF BEING. BEcAUSE

WHAT HAS HARDENED WILL

‘Never less than epic... the most impressive of NEVER WIN”
Tarkovsky's films' Monthly Film Bulletin

Crankep (Stalker), Andrei Tarkovsky, dir. Mosfilm, 1979.



THE MIGRATION

(and its expected discontents)
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My Role:

Product
Relocation;
or,

™ \loving Cheese
= for Fun and

Josh Petrusa

Assoc. Dean for Technical Services P rO ‘|: I t

Butler University Libraries
June 28, 2014

Image Coanri, (CC BY-NC-ND 2.0):https:/fflic.kr/p/kTMagk

ALA Annual Conference — Las Vegas, NV



Helping Staff Through the Transition

« (Over-communicate

 Allow for various learning
styles

<

 Ofter opportunities to
learn, listen, share

e Mark the endings.

e Patience with “neutral
zone behaviors”

« Acknowledge difficulty

 Verify expectations are
being met (sabotage?!?)

« Keep a focus on the goal




The Migration Year

* OCLC’s migration
process: steering team,
cohort, consortium, staft

* Understand how daily
work would look
different

» Implication of data
decisions

* OCLC Consultants —
step by step comparisons
of workflows

CCBY-NC-ND 2.0 by Clauudiia (Flickr)




Update Workflows

Proposed

» Data decisions — how will Msis Prozessing Plsn 1577-1575

it look in the new system?

\\\\\\‘t‘\{%\ L T “ ot
TR “ N _53_‘ v .\;v\ > pes..! \

« Examine processes — did
patrons benefit? How
many? To what extent?

» Tech Serv staff and the
Ptolemaic model:
problems beget solutions
which over time become
complications,
discouraging use (always

about access, but preferred @ City of Seatﬂe
modes of access change |

CC BY 2.0 by Seattle Municipal Archives (Flickr) -



There will be changes

Periodical check-in:

Reasons?
Results of work?
Impact on users?

Changes since workflow
developed?

Worst case scenario?
New system options?
Other areas understaffted?




There Will Be Changes

Item Processing

« Responsibility of a single,
part-time, computer-
phobic employee

« Ready for retirement

 Shelf-ready processing
was available through
vendor

* Reduce processing steps
overall

CC BY-NC-SA 2.0 by David King (Flickr)



There Will Be Changes

 Workflows, ILS,
discovery system...
service points

* Combined service
point for circulation,
reference/tech help

* Adjusted student
workforce, full-time
staft

 Added consortial
borrowing




There Will Be Changes

« Take advantage of
streamlining offered by
the new system to
reallocate resources and
energies

« Serve as example to other
members of the
consortium

 Resist shoe-horning
decades-old workflows
into a new system

* Do it carefully, but do it




May 2014 (go-live in new system)

The Three Phases of Transition

rime >

The New
Beginning

“@

The I&utra,
Zone ®

Ending,

Losing, Letting Go

Phase 1. ENDING: Letting go of old ways and the old identities within the organization.

Phase 2. NEUTRAL ZONE: The in-between time when the old is gone but the new isn't fully operational; the critical time for psychological

realignment and re-patterning.

Phase 3. NEW BEGINNING: Coming out of transition; the time for developing new identity, experiencing new energy, and discovering a

O Collaborator . Protector . Initiator . Questioner

new sense of purpose.




October 2014 (after additional building changes)

The Three Phases of Transition

rime. -

E’V’

.Th

The l\gutral
Zone

Ending,

Losing, Letting Go

Phase 1. ENDING: Letting go of old ways and the old identities within the organization.

Phase 2. NEUTRAL ZONE: The in-between time when the old is gone but the new isn’t fully operational; the critical time for psychological

realignment and re-patterning.

Phase 3. NEW BEGINNING: Coming out of transition; the time for developing new identity, experiencing new energy, and discovering a

O Collaborator . Protector . Initiator . Cuestioner

new sense of purpose.




CONCLUSION
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Outcomes

« Re-aligned library
services, efficiently
provided, and balanced
for print and e-

» Re-aligned staffing for
new, high-impact, or
collaborative purposes

« Tech Serv into Knowledge
Access Managers?

 Staff understand the

direction and goals of the
library — it will always
have endings and new
beginnings




QUESTIONS?
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