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Preface

'The joke she tells is a familiar one: “Managing e-resources is like trying to nail Jell-O to
a wall. Right when you think you've got it pegged—splar.”

Her tone is light, but there is an undercurrent of anxiety. She, like many others,
stepped into her role as an electronic resources librarian more by chance than by design.
With no formal training and a notebook full of her predecessor’s notes, she has come to
the conference hoping to fill the gaps in her knowledge with practical advice. Among her
many questions are:

* How do I compare dissimilar usage statistics?

* How do I ask for changes in my licenses?

* How do I balance my long-term projects with everyday issues that pop up?
* How do I get anything done when e-resources are constantly evolving?

The truth is that many librarians are struggling with the same questions. Electronic re-
source management can be intimidating to the uninitiated. The first few months on the
job often feel like a barrage of being undecided, apprehensive, and overwhelmed. With
hundreds of vendors, pricing models, packages, and access methods, it is difficult to know
where to begin or how to prioritize. It is easy to get swept from one crisis to another,
piling up the items on your to-do list while feeling like you arent making any headway.
It is easier still to feel like you have to do it all alone.

That is why we wrote Electronic Resources Librarianship. Not long ago, both of us were
new to the e-resource world and had to cope with the same feeling of being overwhelmed.
We went to conferences, asked questions, and made the same Jell-O joke, trying to get
a handle on what is inherently a slippery topic. In Electronic Resources Librarianship, we
walk you step-by-step through the first few months of being an electronic resources li-
brarian, showing you exactly what needs to be done and how you can do it. We document
the tricks and tools we have discovered and now use in our day-to-day jobs. Sprinkled
throughout are concrete examples and suggestions, including checklists, worksheets, and
sample language. We also dive into goal setting and time management, helping you bal-
ance long-term projects with the constant deluge of daily demands.

We want you to thrive, not just survive. Therefore, we begin with this first, most im-
portant piece of advice: You are not alone. We have included an entire chapter devoted

Xv
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to the support systems available to you right now to answer your questions and bridge
your knowledge gaps. Although this job often feels like an island unto itself, the secret
to effective electronic resource management isn't the tricks and tools you learn but the
relationships you form. From coworkers and colleagues to vendors and interest groups,
it is the relationships—both internal and external—that will define your success in your
position.

Organization

xvi

PREFACE

Electronic Resources Librarianship is divided into two parts. The first part discusses the
basic tools, terminology, skills, and concepts you need to begin work as an e-resources
librarian.

Chapter 1 defines what an e-resource is and introduces you to the typical job duties
of an e-resources librarian, with a particular focus on the e-resources life cycle.

Chapter 2 reviews the technology used in e-resource management, including the
major access tools and authentication methods used by library systems.

Chapter 3 discusses the different types of e-resource vendors and how to interact
with them via various communication methods. We provide a checklist for information
to be gathered about your vendors.

Chapter 4 introduces the formats and order types available when acquiring e-re-
sources. We also discuss budgeting, renewal workflows, and acquisitions checklists for
renewed, trialed, cancelled, and newly acquired resources.

Chapter 5 is all about help tickets: how to solicit them, how to respond to them, and
how to triage or troubleshoot them. We provide a checklist for help ticket submission
and subscription maintenance.

Chapter 6 provides an overview of licensing. We review the common components of
licenses, as well as discuss negotiation tactics. A checklist for license review is provided
in appendix 1.

Chapter 7 reviews usage statistics: what they are, where to find them, and what to do
with them. We also explain the effects of discovery on usage.

Chapter 8 introduces concepts about collection development, highlighting quali-
tative evaluation considerations that can be used in conjunction with usage to evaluate
your e-resource renewals. We also discuss how to collaborate effectively with your library
coworkers.

The second part of the book is dedicated to setting you up for long-term success by
focusing on effective goal setting, delegation, and time management, as well as tips and
tricks for keeping organized and avoiding burnout.

Chapter 9 covers your first ninety days on the job, including the questions you need
answered, the people you need to meet, and the tools you should have in your toolkit.
We provide worksheets for the questions you need answered and the people you need to
meet in appendixes 2 and 3.

Chapter 10 concerns goal setting: how to define goals and develop habits, as well as
tips and tricks for staying organized.

Chapter 11 contains detailed instructions on how to delegate e-resource tasks to
others, including what to delegate and how to create effective documentation, as well as
recommendations for leading a team in collaborative e-resource work.
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Chapter 12 lists all the support systems you have available to you right now, from
Listservs to professional organizations to cold-calling a fellow librarian.

We hope that our introduction to e-resource concepts and workflows will help you
orient yourself in your particular library environment. We encourage you to take our sam-
ple checklists, worksheets, and example language and build the foundational resources
you need to support yourself throughout your daily workflows. Remember to always re-
main open-minded and curious regarding evolving technology or practices outside those
your library uses. The more you attune yourself to accepting the deluge of information, the
more quickly you will be positively influenced by what you learn, allowing you to master
your own realm of expertise.

PREFACE xvii
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PART |

TOOLS, TERMINOLOGY,
SKILLS, AND CONCEPTS

to discussing the basic tools,

terminology, skills, and concepts you need to begin work as an electronic

resources librarian. We cover both the technical and interpersonal aspects

of e-resource management, including sections on library technology, troubleshooting,

usage data analysis, and working with others to find, evaluate, and license resources. This

foundational information is intended as a launching-off point for further investigation,

building your confidence and laying the groundwork for a growing skill set. Although

learning is never truly complete in the e-resource world, we hope this section provides
you with a good base from which to start.
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CHAPTER 1

Electronic Resources
in Libraries

D> Defining an electronic resource
D> Exploring the life cycle of an electronic resource

D> Describing the job duties of an electronic resources librarian

From e-books to cloud
applications, websites to online newspapers, e-resources define the way we
learn, connect, communicate, and interact with one another. As purveyors of

information, libraries have always sat at the cutting edge of information technology.
Long before Tim Berners-Lee created the World Wide Web in the early *90s, effec-
tively opening up the Internet to the general masses, libraries were busy collecting and
distributing electronic materials via diskettes, CD-ROMs, and online catalogs (Haw-
thorne, 2008). Although the technological landscape has radically changed over the
past three decades, libraries continue the same work today, providing access to hundreds
of thousands of online materials through subscriptions, consortial agreements, and
direct purchases.

However, as e-resources continue to balloon in both size and scope, giving rise to
a multitude of options, opportunities, and difficulties, libraries are scrambling to adjust
their workflows and procurement models to accommodate their ever-growing collection
of e-resources. Many libraries are now investing in a dedicated electronic resources librar-
ian, whose sole job is to manage electronic materials—from acquisition to evaluation to
renewal or cancellation.
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Chances are that if you have picked up this book, then you are stepping into the role
of e-resources librarian for the first time, either by choice or through a re-imagining of
your job responsibilities. While the world of e-resources may seem daunting at first, we
hope this book will give you the confidence and the skill set to successfully tackle any
e-resource challenge.

What Is an Electronic Resource?

4

CHAPTER 1

Like many things involved in e-resource work, the definition of what is considered an
electronic resource is nebulous. The Library of Congress defines an electronic resource as
“any work encoded and made available for access through the use of a computer,” which
means an e-resource could be anything from a giant e-book collection to an institution’s
dissertation repository to an old picture stored on a CD-ROM (Library of Congress, 2016).
However, very few e-resources librarians deal with either institutional repositories or CD-
ROMs. These responsibilities fall more often to a digital services librarian or archivist.

Instead, when libraries talk about e-resources, they are primarily referring to “remote
access” media (i.e., media accessed over a network, such as the Internet), which has either
been purchased or licensed through a third-party vendor. This is opposed to “direct ac-
cess” media, which is accessed via physical objects, such as compact discs or thumb drives.
Remote access media includes things such as:

* E-books

* E-journals

* Online periodicals (e.g., newspapers and magazines)
* Online audiobooks

* Streaming videos

* Online image collections

* Specialized content databases

+ Aggregated content databases

* Online bibliographies, catalogs, and indexes

Depending on the library’s collection development goals, this list could also expand to
include things such as datasets, downloadable software/applications, websites, and freely
available or open access (OA) content.

EXAMPLE OF REMOTE ACCESS MEDIA

EBSCO is one example of a third-party vendor who licenses remote access media.
Libraries who subscribe to EBSCO’s e-book packages make large collections of
e-books available to their patrons for download to their personal computers or
devices. While many libraries choose to make records of EBSCO titles available
for patrons to search or browse in their catalogs or discovery layers, the actual
transmission of the e-book files does not occur between the library and patron. In-
stead, the book files are downloaded directly from EBSCO’s servers to the patron’s
computer. At no point is the library in possession of the files.
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What Does an Electronic Resources Librarian Do?

'The e-resources librarian is responsible for the day-to-day management of a library’s elec-
tronic resources. Since this is a relatively new position in the world of librarianship, and
as such is still in the process of being molded and defined, specific e-resources librarian
job duties often vary greatly from institution to institution. However, broadly speaking,
daily tasks typically fall into six categories, or phases, which are collectively known as the
electronic resources life cycle.

The Electronic Resources Life Cycle

'The most definitive version of the e-resources life cycle comes from a crowdsourcing
project run by Jill Emery and Graham Stone titled TERMS, or Techniques for Elec-
tronic Resource Management. Adapted from Oliver Pesch’s e-resources life cycle, the
project breaks down the six phases every electronic resource travels through during its
lifespan and invites librarians to submit their best practices or techniques for managing
e-resources during each phase (Emery and Stone, 2011). The phases, last updated in
2017, are as follows:

. Investigation

Acquisition

Implementation

. Ongoing evaluation and access
Renewal or cancellation review

SV W

Preservation

TERMS

Techniques

for Electronic
Resource
Management

Figure 1.1. The electronic resources life cycle

ELECTRONIC RESOURCES IN LIBRARIES A 5
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When thinking about the types of tasks assigned to an e-resources librarian, it is often
helpful to divide them by these phases, as shown in the following sections.

Investigate

During the investigation phase, the e-resources librarian is actively seeking out infor-
mation about potential e-resources to add to the library collection. This could be at the
request of a patron, in response to a library collection assessment, or as part of ongoing
collection development goals. Responsibilities may include:

* Assessing the library’s and patrons’ needs

* Finding and evaluating new products

* Running trials

* Soliciting feedback about potential resources

Acquire

If the library has decided to purchase or license a new electronic resource, the e-resources li-
brarian may then be tasked with overseeing its acquisition. This often includes things such as:

* Negotiating pricing

* Negotiating license or business terms
* Placing orders

* Paying invoices

Implement

Once the acquisition is finalized, the e-resources librarian will then move on to imple-

menting the e-resource within the library’s technical infrastructure. This means doing
things such as:

* Establishing access
* Setting up authentication methods
* Customizing the vendor platform’s interface
* Making the e-resource discoverable via the library’s access tools, such as:
o OPAC (library catalog)
o Discovery layer
o A-Z lists
o Research guides

Evaluate and Provide Access Support

Just as with other technologies, e-resources require constant evaluation and support to
keep functioning at their best. As a result, the e-resources librarian will need to continue

to provide active support for acquired e-resources even after they have been fully inte-
grated into the library. Responsibilities often include:

* Responding to patron access issues
* Tracking and troubleshooting problems

6 CHAPTER 1
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* Monitoring changes to the vendor’s content and platform
* Updating the vendor with institutional changes (e.g., changes in IP ranges)

Review for Cancellation or Renewal

After a length of time, e-resources need to undergo a review to decide whether or not
they are still benefitting the library and its patrons. For licensed e-resources, the review
typically corresponds with the expiration of the license agreement, which usually means
once a year. The review process may consist of:

* Gathering and analyzing usage statistics
* Soliciting patron and librarian feedback
* Comparing alternative resources

Once the review process is complete, the e-resources librarian will then be tasked with:

* Deciding whether to renew or cancel

* Informing the vendor of the decision to renew or cancel

* If the decision is to cancel, removing the e-resource from the library’s technical
infrastructure unless a perpetual access agreement is in place

Preserve

E-resources librarians must also be concerned with preserving an e-resource, even after
a vendor has discontinued supporting the resource and removed it from the platform.
The involvement of the e-resources librarian varies from institution to institution but

generally includes:

* Ensuring continued access for e-resources with perpetual access agreements
* Downloading and storing archive copies
* Checking the availability of an e-resource in a preservation initiative such as

LOCKSS (Lots of Copies Keep Stuff Safe) or CLOCKSS (Controlled LOCKSS)

The Evolving Duties of Electronic Resources Librarians

Electronic resources librarians operate in a fast-paced environment, encountering new re-
sources, technologies, and access models every day. In this ever-evolving world, resiliency
is not just desirable but necessary. As the types and volume of e-resources continue to

PERPETUAL ACCESS
Perpetual access agreements ensure that a library maintains ongoing access to a
particular e-resource, such as an e-book or e-journal, even after the library’s sub-

scription ends or the vendor no longer supports the resource on its platform. We
discuss perpetual access further in Chapter 4.

ELECTRONIC RESOURCES IN LIBRARIES 7
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increase within library collections, the e-resources librarian must continue to adapt, look-
ing to new ways and new collaborators in order to successfully manage those resources.

Key Points

* Libraries have been purveyors of electronic resources even before the invention of
the World Wide Web.

* 'The term “electronic resource” encompasses both “direct access” (physical) media
and “remote access” (accessed via a network) media.

* Electronic resources librarians primarily work with “remote access” media (i.e.,
media that is accessed via a network like the Internet).

* Electronic resources librarians manage e-resources throughout the six phases of
their life cycle: investigation, acquisition, implementation, ongoing evaluation and
access, renewal/cancellation review, and preservation.
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CHAPTER 2

Let’s Talk Tech

D> Defining basic terminology
D> Exploring the strengths and weaknesses of access tools
D> Listing methods of authentication

D> Understanding knowledge bases and management systems

about getting into e-resource work

is the technology that surrounds it. Technology evolves at a rapid pace. What is

new and cutting-edge one day is outdated the next. Technologists have even put a

number to this rapid rate of development, which is known as Moore’s law. First written

about in 1965 by Gordon Moore, the co-founder of Intel, Moore’s law is the observation

that the number of electrical components that fit on a computer chip doubles every two

years, resulting in our technology getting smaller, faster, and cheaper (and thus accessible
to more users and innovators) at an exponential rate (Moore, 2006).

However, don't let this alarm you. Although an appreciation and interest in technol-
ogy are always helpful for an e-resources librarian, there is no need for you to transform
yourself into an IT expert. By mastering just a few basic concepts, you will be able to
handle the majority of the technical aspects required by e-resource work.

Basic Terminology

Before we launch into our first concept, we should review some computer acronyms and
terminology, which will be used throughout this chapter. We are also operating under the
assumption that you have used a computer before and are familiar with the fundamentals
of web browsing and searching (for instance, terms such as “mouse,” “browser,” “scrolling,”
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“clicking,” “website,” “web page,” and so on). If this already sounds too intimidating for
you, we suggest taking a class or reading a book about computer basics before continuing.

Cache: a browser cache stores pieces of website information on your computer so
that it can be accessed faster in the future. This helps the websites you visit load more
quickly.

Cookie: a small piece of information (data file) about a user’s activities or preferences
on a website. Cookies are downloaded to your computer when visiting a website and are
accessed again when you return. They are how online forms can remember previously
entered information.

HTML (Hypertext Markup Language): a web-coding language that uses tags, de-
noted by the symbols < and >, to create web pages. HTML is usually paired with CSS
(a style sheet which defines the appearance of a website) and JavaScript (a programming
language).We will not be covering CSS or JavaScript in this book.

Hyperlink: a clickable electronic link that leads a user directly from one web page or
web resource to another.

IP (Internet Protocol) address: the specific location of a computer or other elec-
tronic device connected to a network like the Internet. An IP address is expressed by a
series of numbers, such as 25.255.25.2555.

Platform: (1) as used in computer science, the hardware and software (operating
system) on which an application or program is run; for example, a cross-platform game is
a game which can run on both a Mac and Windows computer; and (2) as used in elec-
tronic resource management, the overall web environment (e.g., website) used to host an
e-resource application or service; platforms usually correspond with specific vendors, but
vendors may have multiple platforms.

Operating system (OS): the software on a computer or device which manages the
hardware and other program applications. All computerized devices have operating
systems, including smartphones, tablets, and electronic readers. Examples of operating
systems include Microsoft’s Windows, Apple’s macOS and iOS, and Google’s Android.

Server: a computer that provides data or services to other computers (called clients)
over a network like the Internet. There are many types of servers, including web servers,
which provide access to websites.

URL (Uniform Resource Locator): the specific location, or web address, of a re-
source (web page, image, file, etc.) on a computer network like the Internet. URLs begin
with either http:// or https://.

Access Tools

10

'The first concept you need to master is that of an access tool. Access tools, sometimes
called retrieval tools or discovery tools, are the various technologies through which a
patron can gain access to a resource. Up until the 1980s, a library’s primary access tool
was the card catalog. Patrons or librarians would use the card catalog to look up the
call number of a book, periodical, or other resource, which was printed on a small paper
card. The call number would, in turn, lead them to the item’s physical location within the
library, where the patron was then free to access its contents. Obviously, we have come
a long way from the card catalog, but the basic idea of an access tool remains the same.
In terms of electronic resources, patrons use access tools to find the URL of a resource
rather than its call number. A URL, short for Uniform Resource Locator, is essentially
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OPACs

an e-resource’s online address. By typing a URL into the address bar at the top of a web
browser or by clicking its hyperlink, patrons are led directly to the resource’s online loca-
tion where they are then able to access its contents.

There are several types of access tools libraries might utilize for their e-resources,
each with their own strengths and weaknesses. We have outlined the four most common
ones below.

What Is an OPAC?

An OPAC, or online public access catalog, is an electronic database containing the cata-
log records of materials available through a library or library system. An OPAC is often
referred to as simply the library’s “catalog.” Patrons and librarians can connect to an
OPAC through a computer network (usually the Internet) in order to search for materials
and perform specific actions with them. Chances are that if you have ever used a public

library’s website to look up a book, request a DVD, or put an audiobook on hold, you
have interacted with an OPAC.

How Does an OPAC Work?

An OPAC is the direct descendant of the old-fashioned card catalog. Just like the card
catalog, an OPAC is comprised of the bibliographic records of items available through a
library or library system. These records contain information such as the work's title, author,
publisher, publication date, and associated subject headings, as well as access information,
such as call numbers, or, in the case of e-resources, URLs or hyperlinks. When a new item
is acquired by the library, a bibliographic record is created in a machine-readable format
known as a MARC record, which is uploaded into the online catalog as a database entry.
'The entries can then be retrieved by patrons and librarians searching for specific criteria,
such as title, author, or subject heading.

In addition to simple search and retrieval, today’s OPACs offer plenty of advanced
tunctionality. Most OPACs are tied directly into the circulation module of the library’s
ILS (integrated library system), allowing patrons to view the real-time status of an item
and interact with it in various ways. OPACs also contain things such as faceted searching
(where patrons are able to apply multiple filters to their search results), relevancy ranking
(where more relevant items bubble to the top of a results list), and other features which
encourage browsing or spontaneous discovery, such as recommendation lists, read-alikes,
or virtual shelves.

What Are the Strengths and Weaknesses of an OPAC?

Because of their historical ties to the card catalog, OPACs are built primarily to accom-
modate physical or physical-like items. In terms of e-resources, this means an OPAC
handles materials that mimic traditional media relatively well, such as e-books and au-
diobooks. An OPAC does less well with non-traditional media, such as blogs, websites,
discussion forums, and datasets. They also do poorly with serialized media, including
e-journals and online newspapers or newsletters.

LET'S TALK TECH 11
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A-Z Lists

Public libraries that deal mainly with physical and physical-like materials tend to fa-
vor the OPAC as their primary access tool (Breeding, 2017). However, academic libraries,
especially those with a heavy research emphasis, have been shying away from the OPAC
over the last decade (Breeding, 2015a; Hoftman and Yang, 2012; Spezi et al., 2013). They
have instead been gravitating toward other access tools, which we cover below.

OPAC:s are useful for physical-like items, such as e-books, audiobooks, and streaming
video. OPAC:s are less useful for:

* Non-traditional media, such as websites or datasets
* Serialized media that live in multiple online locations
s Article- or chapter-level searching

What Is an A-Z List?

An A-Z list is exactly what the name suggests: It is an alphabetical list of resources, usu-
ally e-resources, ordered by name. A library may have several A—Z lists, each containing a
different type of e-resource. For instance, a library may have an A-Z list for its databases
(which we affectionately call DAZL), an A-Z list for its e-journals (EJAZL), and yet
another A-Z list for its e-books (EBAZL). These lists could be as simple as a bulleted list
on a web page, or they could be part of a more complicated holdings management sys-
tem. Either way, the lists tend to be minimalistic when compared to the lengthy catalog
records in an OPAC. They display just the e-resource’s essential information, such as its
name, brief description, access notes (e.g., a journal’s available dates or a database’s login

protocol), and its URL or access hyperlinks.

How Does an A-Z List Work?

12

Libraries create A—Z lists in a variety of ways. The most simplistic method is to manually
create an alphabetical list on one of the library’s web pages using HTML or a content
(i.e., website) management system (CMS). Whenever the list needs to be updated, such
as when the URL, title, or publisher changes, the manager of the A-Z list manually goes
in and makes the updates. These types of A-Z lists have little to no advanced features;
they are navigated merely by patrons scrolling down the web page until they find the re-
source they need. Therefore, these kinds of web page A—Z lists are only practical for lists
with a handful of entries.

Most libraries today have expanded their electronic collection to the point that old-
school A-Z lists are impractical, both for their patrons (who are forced into an endless
“scroll of death” to find a resource) and for the librarians who maintain them. Instead,
many libraries are choosing to invest in a commercial product. These products can either
be a stand-alone purchase or tied into other services, such as an ILS, holdings manage-
ment system, or discovery system. Libraries may even choose to use a different vendor
for each type of resource (e.g., they may use Springshare’s LibGuides for their database
A-Z list and ProQuest’s 360 Link for their e-journal A-Z list). The functionality of
the A—-Z lists will vary from vendor to vendor but will generally include options such as

browsing by letter, filtering by subject, and searching by title, keyword, ISBN, or ISSN.
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Figure 2.2. Database A-Z list entry

Some vendors even monitor URL and publisher/title changes on behalf of their clients,
so the library does not need to manually update them.

What Are the Strengths and Weaknesses of an A-Z List?

A-Z lists, especially A-Z lists created through a commercial product, are built with
e-resources specifically in mind. As a result, they are well equipped to handle electronic
access, at least at the macro level. This strength is most apparent with e-journal A-Z lists.
While OPACs can and have represented electronic serial resources within their MARC
records, these MARC records have to be individually maintained and updated by librar-
ies to accurately reflect their local coverage dates. Once a library has acquired hundreds
of e-journals, the manual MARC record update process becomes too time-consuming
to maintain. E-journal A-Z lists solve this problem because they are maintained via a
vendor’s centralized database and allow for auto-updating of the bibliographic metadata
of the title. A—Z lists are useful for:

* Access to e-resources at the macro level
* Non-traditional media, such as websites or datasets
* Serialized media

A-7 lists are less useful for:

» Access to e-resources at the micro level
* Article- or chapter-level searching
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Discovery Layers

What Is a Discovery Layer?

Discovery layers are the newest access tool on the market. Powered by centralized,
pre-harvested metadata indexes, discovery layers break down the library’s information
silos, allowing patrons to search all of the library’s content—including the full-text of ar-
ticles and books—using a single search box. This means, rather than searching the catalog
for a book, an A—Z list for an e-journal, and an aggregator database for a full-text article,
patrons need only navigate to the library’s discovery layer. Information silos which can be
accessed via a discovery layer include:

* Library catalog (OPAC)

* Holdings/resource management system

* Electronic resource management system (ERM)
* Subscription databases

* Institutional repositories

* Digital archives

In addition, since much of the centralized index is pre-harvested, a discovery layer can
also allow patrons to search for content which the library may not own or subscribe to
but could potentially obtain through services like interlibrary loan.

How Does a Discovery Layer Work?

Discovery layers are powered by centralized indexes composed of two general types of
metadata: local library metadata and pre-harvested metadata from various publishers,
aggregators, vendors, and open-access sources. The local library metadata represents the
library’s unique local collection, such as a print collection, digital archives, or institutional
repository. The metadata for these items—usually in the form of MARC records—is up-
loaded from the library’s ILS (or archives or institutional repository) to the central index
so it can be included in the discovery layer’s search results. The library itself manages and
uploads these records as part of either a manual or automated upload process.
Pre-harvested metadata, however, is added to the central index by the discovery ser-
vice provider. The provider proactively seeks out metadata from publishers, aggregators,
vendors, and open-access sources, either by entering into agreements with the content
provider or by taking advantage of freely available data. This metadata often includes not
just the title-level or database-level information, as might be found within an OPAC or
A-Z list, but also commercial information, such as bundles or subscription packages, and
micro-level details, which allow for article, chapter, or even full-text indexing. This means
a discovery layer is more flexible in terms of search and retrieval than either an OPAC

or A-Z list.

What Are the Strengths and Weaknesses of Discovery Layers?

14

The strengths of a discovery layer lie mostly in its unified search capabilities. Through
their centralized indexes, discovery layers break down the various information silos sur-
rounding libraries, allowing patrons to search a singular interface to access a library’s ma-

CHAPTER 2

printed on 2/9/2023 5:10 PMvia . Al use subject to https://ww.ebsco.coniterns-of-use



EBSCChost -

Local Library Metadata

Inciudes - Catalog (MARC records)

- Digital Archive
Central - Institutional Repository

Index Pre-harvested Metadata

includes

- Publisher-supplied
- Vendor-supplied
- Open Access

SO LE <= 0<0O0®O—0)

Figure 2.3. Central index flow chart

terials. Because of this, patrons who are accustomed to single-bar search engines such as
Google find discovery layers more convenient and user-friendly (not to mention “pretty
rad”) compared to other access tools (Lundrigan, Manuel, and Yan, 2015). The combi-
nation of local library and pre-harvested metadata—especially the inclusion of full-text
indexing—also allows for a broader and more forgiving search experience. As opposed to
OPACs, whose navigation still relies heavily on controlled subject headings and carefully
applied Boolean operators, discovery layers cast a wider net, often pulling in items whose
tull-text contains the desired keywords or phrases even when their subject headings do
not.

Another benefit of the inclusion of pre-harvested metadata is the ability for pa-
trons to search for items which the library may not have access to but could potentially
obtain through services such as interlibrary loan (ILL). Since the pre-harvested meta-
data is not library-specific and exists within the centralized index regardless, a library
can choose to make certain resources discoverable even though it does not own them.
Links within the search result would then lead patrons to an auto-populating ILL
form, where they can quickly request the item. This broadens the search capabilities
of the discovery layer even further, allowing for the discovery of other, possibly better
resources that the library may find too expensive to purchase outright or does not know
that patrons would utilize.

While discovery layers certainly sound ideal for a library’s discovery needs, they do
come with several problems—some of which you may be familiar with from other web-
style search tools. First, discovery layers generate a lot of results. Because they are searching
content the library both does and does not own, discovery layers often return millions of
results rather than a handful, like OPACs. This may be great for a student starting a research
project but frustrating for a patron who just wants to know if the library owns a copy of
Macbeth. This is especially true if the first page of the search is filled with results of book
reviews, critiques, or analyses of Macbeth rather than the play itself, which leads to . ..

Second, discovery layers are highly limited by their relevancy ranking issues, which
patrons can try to circumvent by applying facets and filters to their search results. Unlike
OPACs and A-Z lists whose discovery is dependent on clearly defined criteria, discov-
ery layers cast a wide net, pulling in resources based not just on title and author but also

LET'S TALK TECH 15

printed on 2/9/2023 5:10 PMvia . Al use subject to https://ww.ebsco.coniterns-of-use



EBSCChost -

words and phrases within the text itself. Without a good relevancy ranking formula to
push pertinent results to the top, the truly relevant results can get lost in the slosh. Studies
have shown that patrons seldom scroll beyond the first page of search results, so getting
the best results at the top is an important endeavor (Asher, Duke, and Wilson, 2013).
Even though relevancy ranking continues to improve, discovery layers pull in so many
results that facets and filters are essential for narrowing down the field to the right sub-
ject, format, or publication type. For patrons unfamiliar with faceted searching or who are
looking just to search the resources of a particular subject, this can be a major obstacle to
overcome. Perhaps this is why graduate students and researchers prefer to comb their fa-
vorite subject databases rather than wade through the discovery layer weeds (Lundrigan,
Manuel, and Yan, 2015).

Third, discovery layers are heavily reliant upon publisher- and vendor-created meta-
data. Most of the metadata in the index comes from publishers or vendors who may or
may not adhere to good metadata creation standards (or even keep their metadata up-
to-date). As a result, the metadata within the index is of mixed quality, which can lead to
some unusual errors with discoverability and linking. We will be looking further at the
effects of metadata on discoverability, particularly in relation to troubleshooting, in later
chapters. Discovery layers are useful for:

* Access to e-resources at the micro level
* Article- or chapter-level searching
* Broad, general searches

Discovery layers are less useful for:

* Known-item searching
* Subject-specific searching

Research Guides

What Is a Research Guide?

A research guide is a curated collection of information resources, often in the form of
a text document or web page, which a librarian has recommended for a particular sub-
ject, topic, academic course, or question. Research guides typically combine a variety of
resource types—including physical, electronic, and web-based items—with a librarian’s
tips, advice, or explanations about their use. The guides are intended to aid patrons in
their information search by directing them to especially relevant resources or to items that
might otherwise be overlooked or difficult to access.

How Do Research Guides Work?

16

Research guides are usually created using a content management system (CMS), such
as Springshare’s LibGuides. Content management systems simplify the creation of web
pages by providing an intuitive user interface for adding links, pictures, text, widgets, and
so on. This way, librarians do not need to know any HT'ML or other web-coding lan-
guages in order to display their guide content on the Internet.
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A research guide provides access to items through hyperlinks. Hyperlinks are click-
able electronic links that lead a user directly from one web page, web document, or web
media to another through the use of its web address, or URL. The link is usually differ-
ently colored from the surrounding text (the standard hyperlink color is a bright blue) and
can either appear as the URL or as readable text. If you have ever clicked a search result
in Google or navigated to a company’s web page, you have used a hyperlink.

In a research guide, a librarian creates hyperlinks to resources using their URLs. For
physical items, the URL is usually to the item’s OPAC record, which would contain further
information about the resource, such as its call number or availability. For e-resources, how-
ever, the URL can be that of the resource itself, so that patrons can access the PDFE, web page,
e-book, database, and so on without having to navigate through intermediary pages.

What Are the Strengths and Weaknesses of Research Guides?

Research guides are useful for providing a curated list or collection of resources specific to
a subject, topic, course, or question. They are great jumping-off points for patrons not sure
where to begin their inquiries and for showcasing the range of resources available at the
library. Research guides are also fantastic for capturing nonconventional resources, such
as web pages or free-/open-access items since their format is extremely flexible.

Research guides are less useful for searching of any kind and cannot be used as a
replacement for either an OPAC or a discovery layer. Research guides are also time-con-
suming to make and require a handle on good web design to keep the web pages from
becoming unreadable. In general, e-resources librarians do not deal extensively with re-
search guides, as these lie more in the reference and access services realm. However, you
may be called upon to help with linking or widget issues, so it is helpful to understand
how they work. Research guides are useful for:

* Providing a curated list of resources
* Showcasing the range of resources available

* Providing a jumping-off point for inquiries

Research guides are less useful for any kind of searching.

Methods of Authentication

'The second concept you need to master is methods of authentication. Used widely in
the computer world, the word “authentication” simply means to prove one’s identity as
an authorized (i.e., legitimate) user. In our case, this means a patron proving his or her
affiliation with a library, either as a cardholder, walk-in user, or another type of patron.

As part of their sales and licensing contracts, vendors require that patrons prove their
afhliation with the purchasing library before being granted access to an e-resource. There
are several ways for a patron to do this. We cover the most common ones below.

Username and Password

We are all familiar with the username and password method of authentication. Whether
signing into your e-mail, bank account, virtual shopping cart, or social media handles,
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IP Addresses

18

you use a dedicated username and password—the one you chose when signing up for
the service—to gain access. Some electronic resources function the same way. When
a patron wants to access a resource, he or she must first register (or have a librarian
register) a username and password with the vendor. The username/password the patron
creates must adhere to the rules and security standards set by the vendor: for example,
at least one number, capital letter, special symbol, and so on. The patron must then sign
in with that username and password whenever he or she wishes to access the resource
in the future.

While we may all be familiar with this setup, username and password authentication
is less than desirable in a library environment. For instance, libraries seldom subscribe to
content from only one vendor. This means patrons would be forced to register again and
again whenever they need content from a different vendor. Since the vendor also sets the
login requirements, patrons may wind up with several usernames and passwords, which
they must add to the ever-growing list of logins they use in their personal lives. And even
if a patron manages to register with the same username and password for all the vendors,
it only takes one moment of forgetfulness for the consistency to be lost. Then, the patron
must choose to either reset the passwords with all the vendors or else keep track of which
ones have changed. As you can imagine, this is an enormous burden for a patron who only
wants to download a couple PDFs.

For this reason, libraries shy away from username/password authentication, except
in rare instances. Luckily, most vendors offer other, more reasonable options for patron
authentication.

One of the most popular ways to authenticate, especially for academic libraries, is via IP
address. As you will recall from our terminology section at the beginning of the chap-
ter, an IP address represents the specific location of a computer or device on a network.
For vendors, an IP address functions similarly to a physical address. When a computer
connects to an e-resource over the Internet, the resource (or, technically, the resource’s
hosting platform) asks the computer where it lives. If the computer answers with an IP
address on the approved list the library has provided to the vendor, the patron is granted

Patron’s Browser Electronic Resource
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Figure 2.4. Username/Password authentication
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Proxies
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Figure 2.5. P authentication

access. If the address is not on the list, the patron is redirected to an error or payment
message (paywall).

Since the address exchange happens instantaneously, away from the eye of the patron,
IP authentication is great for providing seamless, mass access. Patrons never have to enter a
username or password, click through a prompt, or select their institution from a drop-down
list. With these barriers removed, they can immediately start consuming the content.

However, this type of access comes with several problems. First, IP authentication
is inherently insecure. Anyone using the institution’s Internet (wireless or otherwise) has
complete, unfettered access to the resource, including people who may not be covered un-
der the library’s license or those who may be accessing it for nefarious purposes. Second,
because the patron is not prompted to enter any identifying criteria, the library is not able
to collect demographic information, which in aggregate could help inform its collection
development decisions. Last and perhaps most importantly, the patron is restricted to
the library’s or campus’s physical location. Once patrons wander outside the institution’s
Wi-Fi range, they lose all access. Since one of the greatest benefits of e-resources is the
ability to access them from anywhere, this is clearly undesirable. Fortunately, other au-
thentication methods can be used in conjunction with IP authentication in order to grant
access to these remote (off-campus) patrons.

A proxy or proxy server is a popular way for libraries to authenticate remote patrons.
A proxy is a computer server which sits between a patron’s computer and an elec-

Patron's Browser Proxy Server Electronic Resource
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Figure 2.6. IP authentication via proxy server
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tronic resource. When a patron’s web browser attempts to connect to an e-resource
trom a library access tool, the browser is redirected to the proxy server, which asks the
patron to log in using either a library card number or institutional credentials. Once
the patron has successfully logged in, the proxy then connects the web browser to the
desired resource using its own IP address. Since the proxy’s IP address is on the list
of authorized IPs given to vendors, patrons appear to be “on campus” while accessing
the resource.

Proxy servers can be run by either the library (or institution) or by a third party, such
as a library consortium or ILS vendor. Therefore, who is in charge of configuring and
maintaining the proxy server will vary from library to library. While an e-resources librar-
ian is typically not in charge of the technical aspects of the proxy server, which should
be handled by qualified IT or library systems personnel, it is important to know a few
aspects about how proxies function.

A proxy only affects the web browser on which a patron logs in. Once patrons log
into the library’s proxy server, they are using the proxy, and therefore its IP address,
to access all content going forward. However, this change in IP only occurs for the
browser which originally logs in. So, for instance, if a patron logs in to the proxy using
Internet Explorer, but then attempts to access an electronic resource using Mozilla
Firefox, her browser will retain its original IP address and thus be seen as being “oft
campus.” She must either log in to the proxy server again or else be denied access to
the resource.

Proxy sessions timeout. Patrons begin a new session as soon as they log in to the
proxy server. While the session is running, they will not need to log in to the proxy server
again, even when accessing different resources, provided they do not change browsers,
clear their cache and cookies, or otherwise interrupt the connection. However, sessions
do not last forever. After a period of inactivity (which varies based on the proxy settings),
patrons are automatically disconnected from the proxy server.

The e-resource’s URL needs to redirect to the proxy server. When an e-resource
is added to a library’s access tools, its URL must include instructions to direct the
browser to the proxy server; otherwise, the URL will continue on to the resource with-
out presenting the patron with the option to log in. This redirect can be accomplished
in a couple ways but usually involves modifying the resource’s URL. For instance, in
EZproxy, a popular open source proxy software owned by OCLC, the access URL is
prepended with a proxy prefix: http://www.example-resource.com is prepended with
http://ezproxy.yourlibrary.org/login?url= to become http://ezproxy.yourlibrary.org/
login?url=http://www.example-resource.com. Because URL modification is necessary,
remote patrons must access the resource through one of the library’s access tools (as
opposed to Googling its URL).

The proxy server needs to know what resources the library has. The primary func-
tion of a proxy is to grant access to library-subscribed or library-owned e-resources. As
such, proxies should not be used for resources that are either freely available or those for
which the library has no access rights. When a new e-resource is acquired by the library,
its information—such as its starting URL, domain, and hostnames—needs to be added
to the configuration of the proxy. Often, the task of entering or relaying this information
falls to the e-resources librarian. The e-resources librarian may also be responsible for
relaying changes in URLs and for removing cancelled resources from the proxy config-
uration.
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VPN

VPNs, or virtual private networks, are another popular authentication method that
manipulates a computer’s or device’s IP address to grant users remote access. Similar to
proxies, VPN act as a middleman, sitting between a patron’s computer and an e-resource.
A patron connects their computer to the VPN, which in turn connects to the resource.
Since the VPN’s IP address is on the approved list given to vendors, the computer is
seen as originating from the library or purchasing institution (i.e., as being “on campus”).
However, unlike proxies, VPNs do not prompt users to log in once they reach the re-
source. Instead, a patron must already be connected to the VPN before any attempts at
access are made.

In order to use a VPN, patrons need to download specialized software onto their
computers and configure it with the settings specific to their library or institution. VPN
set up and configuration varies based on the software and is typically handled by the
institution’s I'T department, which provides instructions and assistance to patrons. Once
the software is installed on the computer, a patron needs only to launch the program and
log in. They will remain logged into the VPN, and thus able to access all of the library’s
online resources, until they choose to log off.

Since the login happens within the software on the patron’s computer rather than
in a browser, all connections made to the Internet are automatically filtered through
the VPN. This means patrons may switch browsers, clear their cache and cookies, or
otherwise fiddle with their browser settings and still be able to access the library’s e-re-
sources without having to log in again.

VPNs are more secure than either IP or proxy authentication. In fact, because VPNs
not only mask a patron’s IP address but also heavily encrypt a computer’s Internet traffic,
IT experts recommend using VPNs for sensitive personal affairs, such as banking and
online shopping (Eddy, 2017).

However, VPNs also come with a few downsides. For starters, the VPN installa-
tion process is much more difficult and time-intensive than the other authentication
methods we have discussed. The installation process can also seem intimidating to
new users or those who feel uncomfortable with technology. Furthermore, the soft-
ware must be installed on every device the patron intends to use for accessing library
resources. Patrons who regularly use multiple devices—such as a personal laptop, a
smartphone, a tablet, and a home desktop—would either have to install and configure
the software on every machine or else limit their library use to one or two devices. This

Patron’'s Computer VPN Electronic Resource
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Figure 2.7. IP authentication via VPN
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would also mean patrons must rely on a personally owned device rather than a friend’s
computer or a public workstation at an unaffiliated library or Internet café. Because
of these hurdles, VPNs are more likely to be used by academic and special libraries,
rather than public libraries.

Single Sign-On (SSO)

22

Single sign-on (SSO) is a form of authentication that does not rely on using or manip-
ulating IP addresses. Instead, SSO uses session information stored as a cookie (piece
of data) in a patron’s web browser to enable multiple resources and vendors to share a
patron’s credentials amongst themselves. This means patrons only have to log in once
using their institutional username and password, and all the other resources using SSO
authentication will grant them access.

You have likely encountered SSO authentication while using a Google product, such
as Gmail or Google Docs. Once you have signed into one product—for example, your
Gmail account—all the other products, services, and websites provided by or affiliated
with Google automatically recognize your browser and, therefore, you. This includes
things like YouTube, Blogger, Google Maps, and Google Scholar along with any third-
party website using Google’s API (i.e., services like InstaCart, GrubHub, or Booking.
com, which offer to sign you in via Facebook or Google rather than requiring you to make
a dedicated account).

From a patron perspective, using an SSO for library authentication will not feel
much different from using a proxy, with one exception. After reaching an e-resource but
before they are asked to type in their credentials, patrons will be prompted to choose their
institution from a drop-down menu. The drop-down menu (called a WAYF or “Where
Are You From?”) is necessary to identify which institution to query for the credentials.
Fortunately, this is a small hurdle for users to overcome.

In general, SSOs are considered more secure than a proxy and provide a similar
experience to the patron. They also allow a patron to navigate to the resource from
anywhere, even Google, and still be able to log in. However, SSOs put a larger burden
on vendors. Unlike the other authentication methods discussed so far, SSOs require
vendors to install and configure additional software on their servers. This software
is necessary for the hosting platform to communicate with the institution to verify
credentials. Since not all vendors have the ability or willingness to do so, SSOs often
need to be paired with other authentication methods to provide access. Examples of

SSOs include:

* OpenAthens
* Shibboleth

Due to the strengths and limitations of each, many libraries employ multiple methods for
authenticating their patrons. While it is unlikely the e-resources librarian will be respon-
sible for administering authentication at your institution, you will need to know which
authentication methods your library employs in order to make effective acquisitions, li-
censing, collection development, and workflow decisions. We recommend speaking with
your library’s I'T department to get acquainted with these systems.
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Knowledge Management Systems

The final concept you need to master is that of knowledge management systems. Librar-
ies must contend with an enormous amount of information surrounding their available
resources, both print and electronic. To keep organized and make resources discoverable
to their patrons, librarians rely on intricate knowledge management systems. In the
following pages, we discuss the kinds of management systems you may encounter as an
e-resources librarian. Due to the complexity of knowledge management systems, we can
only cover each one in brief, but we highly recommend you invest the time for additional
exploration and training for these systems to fully understand their functionality. We have
provided some resources to get you started in the “Additional Readings and Resources”
section at the end of this chapter.

Integrated Library Systems

Integrated library systems (ILSs) are used by librarians to manage activities surrounding
acquiring and loaning materials, such as tracking the ordering, invoicing, and circulation
of materials. ILSs are generally broken into different modules, depending on the activity
type. For instance, there may be a circulation module for managing patron records and
loans, an acquisitions module for tracking invoices and funds spent, and a cataloging
module for making and managing the MARC records of library-held items. It is the
cataloging module which powers the OPAC.

Just as with OPACs, ILSs function best in the physical print world. Their modules are
specifically geared to track the purchase and circulation of physical materials, although ef-
torts have been made over the years to integrate more features for managing e-resources.
For this reason, many libraries, especially academic libraries, prefer to use other manage-
ment systems for their e-resource collections. Examples of ILSs include:

* Innovative Interface’s Sierra
* SirsiDynix’s Symphony
* ProQuest/Ex Libris’s Voyager

Knowledge Bases

Before we delve into the other knowledge management systems, we must first discuss
knowledge bases. Knowledge bases are centralized databases that contain metadata de-
scribing specific instances of e-resources that a library can acquire. Unlike the MARC
records used in an OPAC, which describe the overarching work, knowledge bases collect
information about the specific version of a work that is made available through a vendor
or platform (Wilson, 2016). This would include not just basic bibliographic information
(title, author, publisher, etc.) but also information about the resource’s platform, vendor,
coverage dates, and access model, including which packages or collections it appears in.
Since a knowledge base is comprised of the same vendor-supplied metadata which
is ingested into a discovery layer’s centralized index, it suffers from the same issues with
metadata inconsistency. Knowledge base vendors try to mitigate these issues by formatting
and normalizing the metadata before pushing it out for discovery by patrons. They also
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get the metadata delivered on a regular schedule in order to keep it up-to-date. However,
even with these precautions, incorrect metadata often slips through. As a result, knowledge
bases are also updated by the power of the collective as librarians insert themselves into the
data maintenance process “by reporting changes and corrections to the data back to their
knowledge base vendor or the content provider itself” (Wilson, 2016: 9).

Knowledge bases are used to power a variety of e-resource management and access
tools. The primary purpose of the knowledge base is holdings management, allowing li-
brarians to track which e-resources they have with certain vendors. This, in turn, supports
the article-level links patrons encounter in a library’s discovery layer and the title-level
links in a library’s A-Z lists. Around the bones of this basic functionality, management
tools such as ERMs and LSPs have sprouted up, offering value-added services such as
license management, account information storage, usage analysis, and alerts for renewals.
We talk more about this in the next few pages. Examples of knowledge base vendors:

« EBSCO

* Global Open Knowledgebase (GOKDb)
* ProQuest/Ex Libris

« OCLC

Link Resolvers

Knowledge bases and link resolvers originated at around the same time in the late 1990s
and early 2000s. At the time, the library community was grappling with how to create
article-level links to content when that content was available through multiple vendor
platforms, each with their own unique website architecture. Instead of maintaining a
database of static hyperlinks to each instance of the content, Herbert Van de Sompel
and Patrick Hochstenbach proposed a tool for dynamic linking, which they called SEX.
'The SFX tool was designed to create links to unique content “on the fly” by taking the
content’s citation information, alongside information about the platform and its website
architecture, and mapping it to a standard linking code format called OpenURL (Van de
Sompel and Hochstenbach, 1999). SFX was acquired by Ex Libris in 2000 and released
as the first commercial link resolver.

Today, link resolvers are either stand-alone tools with their own knowledge bases
or they are encompassed by and connected to the knowledge bases of larger knowledge
management systems, such as ERMs and LSPs. Traditional OpenURL resolving is still
prevalent within discovery layers and elsewhere, but it is quickly being replaced by new de-
velopments in direct linking technology. Direct linking technology “leverages the metadata
in the unified index to create links, rather than constructing them based on information in
the source citation” (Wilson, 2016: 7). Direct linking allows a patron to be taken directly
to the full text of an article from a discovery layer search result and requires only one click
rather than the several clicks needed with the traditional OpenURL link structure.

Electronic Resource Management (ERM) Systems

24

Just as ILSs were built to manage print resources and their associated data, electronic
resource management (ERM) systems sprang up in response to the need to effectively
track and manage e-resources. E-resources inherently have a large amount of associated
data, including:
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* Pricing and usage statistic information

* Licensing terms

* Various contacts for technical support, invoicing, and licensing

* Usernames/passwords for administrative or usage sites

* Complicated renewal information for packages or components

* 'Thousands of individual subscription titles under one package or umbrella re-
newal

Built on MARC records and with a print orientation, ILSs were either unable to store
this meaningful data or could not make it easily retrievable or usable by librarians. ERMs,
on the other hand, are built around knowledge bases of e-resources metadata and allow
librarians to access required information quickly. Also, depending on the system, ERMs
can provide additional functionality, such as:

* Automated usage statistic retrieval (via SUSHI protocol)

* Alerts for licensing and renewal workflows

* Checklists for workflows

* Usage and cost analysis, including cost per use (CPU) reports
* Overlap analysis to compare packages or collections

* Advanced, multilevel note recording capabilities

ERMs, like link resolvers, can be purchased as either a stand-alone tool or as part of
a larger knowledge management system. However, the ERM industry is consolidating
more and more in recent years, with fewer companies producing stand-alone ERMs.

Instead, they are opting to integrate ERM functionality into larger platforms, such as
LSPs. Examples of ERMs:

* CORAL (open source)

* 360 Resource Manager (commercial)

Library Services Platform (LSP)

In response to the increasing prevalence of electronic formats in library collections,
some companies have begun developing knowledge management systems which unite
the functionalities of the ILS, knowledge base, link resolver, and ERIM. These products,
called library services platforms, or LSPs, are intended to be the successor to the ILS and
act as a centralized system for managing all library materials, both print and electronic.

Examples of LSPs:

* ProQuest/Ex Libris’s Alma
OCLC’s WorldShare Management Service
* SirsiDynix’s BLUEcloud

Key Points

* There are four main ways library patrons access resources: the OPAC (library cat-
alog), the discovery system, A—Z lists, and research guides.
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* Libraries employ a variety of methods to authenticate patrons, including user-
name/password, IP address, proxy server, virtual private network (VPN), and single
sign-on (SSO).

* Integrated library systems (ILSs) were built for print resources, and, therefore, do
not manage e-resources well. In response, libraries use other knowledge manage-
ment systems to track their e-resource holdings.

* Knowledge bases are centralized databases that contain metadata describing spe-
cific instances of e-resources that a library can acquire. They are the engine which
drives many e-resource knowledge management systems.
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CHAPTER 3

Working with Vendors

Comparing the different types of vendors
Explaining how to interact with vendors

Creating a vendor contact spreadsheet

vV V V V

Exploring additional services and features vendors provide

with vendors throughout their

careers. Establishing good working relationships with these vendors is, therefore,

essential for success. In this chapter, we explore the four main types of vendors,

how to make initial contact with these vendors, and what these vendors can do to help
you meet your library’s needs.

Domestic and International Vendors

Most major vendors have offices in both North America and Europe. However, vendors
for plenty of popular resources only have offices within their country of origin. Dealing
with international vendors is not difficult. Be aware of the following for international
vendors:

* Official communications may come in languages which you do not speak. You may
need to use a translation tool, like Google Translate, to assist you with communication.

* Keep in mind the time difference and national holidays of the international vendor
when contacting them.

* Request invoices in your preferred format, for example month-day-year, to avoid
accounting issues.

29
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For both domestic and international vendors, tax-exempt organizations, such as public
libraries, state schools, and other nonprofit organizations, will need to supply a tax ex-
emption form upon request. If your organization is tax-exempt, make sure that tax is not
listed on your invoices. Some vendors habitually require you to resubmit your tax exempt
torm annually, usually initiated by you requesting that they remove the tax listed on your
invoice.

Types of Vendors

Individual Publishers

Library vendors are generally divided into four major categories: individual publishers,
subscription agents, content aggregators, and consortia. Orders placed directly with the
resource’s publisher are known as direct orders. E-book and database resources are usu-
ally direct orders, but there can be exceptions. Occasionally, e-journal subscriptions are
also direct orders; however, e-journal orders are more frequently handled by subscription
agents or content aggregators, which we cover next.

Individual publishers vary in size and available resources, which tends to correlate to
the quality and number of services they provide. Large publishers often have more fully
developed websites when compared to their smaller counterparts, offering things like
administrative and usage statistics portals. They are also more likely to provide advanced
authentication methods, such as IP recognition or SSO, and have a dedicated customer
service representative assigned to your account.

Subscription Agents

30

Subscription agents, often referred to as sub-agents, act as intermediaries between
publishers and libraries, helping the library to manage its many individual and package
subscriptions. This means, rather than a library having to issue individual checks to mul-
tiple vendors for thousands of subscriptions, a sub-agent can act on the library’s behalf,
initiating subscriptions, soliciting invoices, and handling payments. The library needs only
pay the sub-agent’s consolidated invoice when it arrives. Example sub-agent companies
include EBSCO, Harrassowitz, and WT Cox.

Sub-agents charge a fee for their service, typically based on the dollar amount of
overall business a library carries with them. Service fees can be negotiated and are either
applied as a single rate for all the library’s subscriptions or at different rates depending
upon the subscription package. Your sub-agent will likely assign your library a dedicated
customer service representative with whom you will conduct day-to-day business, in-
cluding negotiating service fees and handling subscription issues. Your representative will
likely want to set up semiannual, in-person meetings to check in with you. This is your
opportunity to provide both positive and negative feedback regarding any issues you may
have been experiencing.

In addition to your customer service representative, you will have access to an online
administrative portal for your sub-agent account. Here you can view information about
your subscriptions, such as cost, authentication methods, and licensing terms, as well as
find out more details about potential subscriptions. However, be sure to keep your own
records of your sub-agent subscriptions, whether paper or electronic. Some sub-agent ad-
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min portals only maintain the past five years of data, although this varies by subscription
type. Another reason libraries prefer to handle their subscriptions via sub-agents is that
a sub-agent can send automated e-mail alerts when subscription renewals reach above a
predetermined price threshold, prompting a decision of whether to maintain or cancel
the subscription.

Some libraries choose to conduct business with multiple sub-agents. The bankruptcy
of the prominent and seemingly well-established SWETS sub-agent in the fall of 2014
shocked the library community. There were no warning signs that the company was in
financial trouble, and many libraries, especially those who had maintained most or all of
their subscriptions with SWETS, suffered financial losses (Mulhere, 2015). As a result,
some libraries have strategically decided to not keep all of their subscriptions in one sub-
agent’s basket. Other reasons for dealing with multiple sub-agents could include: a sub-
agent’s expertise, such as with obtaining international print volumes; better subscription
metadata in a sub-agent’s admin portal; or a sub-agent offering better package service fee
discounts when compared to its competitors.

Content Aggregators

Outside of acquiring e-journal content from a publisher or sub-agent, there are many
content aggregators, such as EBSCO, ProQuest, and Gale, who provide full-text e-jour-
nal access within their aggregator databases. An aggregator is “a bibliographic service that
provides online access to the digital full-text of periodicals published by difterent publish-
ers” (Reitz, 2013a). Keep in mind the full-text content within these databases can vary by
coverage date, images are not always included despite appearing in their print versions,
and the journals themselves fall in and out of these databases fairly frequently. Since the
inclusion of a journal within an aggregator database ultimately depends on the publisher
contract, how long the journal will remain within the database and what coverage dates
will be included will vary journal to journal. In this way, it is similar to the Netflix model
of adding and removing content monthly.

Another negative aspect of content aggregators is embargoes. An embargo is “the
period during which the articles published in a periodical are not available in online full-
text from a journal aggregator, usually the most recent one to three years” (Reitz, 2013b).
'This means that for some titles the full-text for the most current years—which usually
contain the most sought-after content—will not be available for immediate access. The
library must either invest in a subscription from the publisher or else rely upon services
like an interlibrary loan to fulfill requests for this missing content.

The primary function of aggregator databases is debated (Geckle and Mangrum,
2014). Overall, they are viewed as either a simple way to obtain access to a curated subject
collection or as a potential replacement for individual e-journal subscriptions. There are
many caveats to be taken into account when considering cancelling individual e-journal
subscriptions based on their full-text availability within an aggregator database:

Embargoes: patrons will need to request the content included in the embargo via ILL

Images or graphics: may or may not be included within an aggregator database

Availability of title: titles regularly fall in and out of aggregator databases

Other content: may only be available through a subscription at the publisher’s site,
such as pre-publication articles
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Consortia

Mariyam Thohira, Mary Beth Chambers, and Nancy Sprague present an ex-
cellent case study analyzing content within aggregator databases with the intent of
cancelling individual subscriptions based upon available full-text coverage. When the
authors conducted their original analysis in 1999 and in 2010, they analyzed major
EBSCOhost and Gale aggregator databases. They later compared and contrasted the
two projects to see what had changed in the past ten years. Ultimately, with findings
from both their 1999 and 2010 studies, the authors recommend that aggregator access
is not a suitable replacement for a full-text subscription. They also note that due to
budget constraints a library may have to decide if aggregator access to low-use titles
is adequate, even though there may be a risk of loss in the future (Thohira, Chambers,
and Sprague, 2010).

Many libraries acquire their e-resources via a library consortium. Joan Reitz defines a
consortium as

an association of independent libraries and/or library systems established by formal
agreement, usually for the purpose of resource sharing. Membership may be restricted
to a specific geographic region, type of library (public, academic, special), or subject spe-
cialization. In the United States, two leading examples are the Orbis Cascade Alliance,
serving member colleges, universities, and community colleges in Oregon and Washing-
ton, and OhioLINK, serving the college and university libraries of Ohio and the Ohio
State Library.

Some consortia exist purely to offer pricing discounts and have few restrictions on mem-
bership. The source of consortial operations funds can vary greatly and can include “gov-
ernmental, private, or endowed funding, and they may have an annual dues or percentage
model” (Feick, McKee, and Seamans, 2015: 89).

Libraries have the incentive to participate in consortia given that consortia can often
negotiate better pricing or licensing terms for a resource than a library could by itself.
Some vendors offer consortial discounts because it can lower their operating cost and
increase their adoption in the resource market. Resource pricing for individual libraries
within a consortium either can depend upon factors such as an institution’s size or may
be evenly distributed among consortium members. This pricing can also be influenced by
factors such as historical spending and previous licenses (Feick, McKee, and Seamans,
2015). Although consortia are usually actively looking for additional resources to bring
under their contract umbrella, don’t be afraid to inquire or suggest new resources to your
consortium. The more libraries that express interest in a particular resource, the more
likely it is the consortium will prioritize licensing that resource.

Initial Contact

When first starting out in your position, you will want to begin by learning your resources
and the vendors who provide them. This includes establishing contact with your vendors
to introduce yourself. With your library buying from possibly hundreds of vendors, it can
be difficult to know which vendors you should contact first and which require little, if any,
introduction. In general, you should start by introducing yourself to your biggest vendors,
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such as your sub-agent, consortia, or vendors who have assigned a dedicated customer
representative. Vendors who rely on a centralized, one-size-fits-all customer service ap-
proach do not necessarily need an introductory e-mail.

Beyond this, if your renewals and other services needs are currently met, you do not
need to immediately reach out to your vendors. Hopefully, your predecessor’s phone has
been forwarded to your number, and likewise, the person’s e-mail is probably defunct.
Should vendors truly need to be in touch, they will track you down. Here are our recom-
mendations for making initial contact with your vendors:

1. Proactively introduce yourself to your subscription agent, any consortia in which
your library participates, and other major vendors.

2. Next, focus on the vendors for which you have direct orders. You only need to
contact them if you have an immediate need.

3. When you e-mail to introduce yourself, be sure to:
* include all of your contact information
* mention if you are replacing someone or if your position is completely new
* include any information, such as account numbers, with which the vendor can

identify your account

4. Refer to the “Vendor Information to Gather Checklist” in the next section. It

highlights some items you may also wish to inquire about.

'The majority of the day-to-day contact which you have with your vendors will be either
by e-mail or phone. However, depending on what resources and contracts you have, you
may or may not have periodic in-person meetings with vendor representatives. Some
vendors like to conduct face-to-face meetings, including more informal meetings (e.g.,
working lunches), to assess if they are meeting your needs, to review and update contract
details, and to train staff on resources. Consider the following when setting up an in-per-
son vendor meeting:

* When deciding on a date and time, take into account the schedules of those who
need to attend the meeting. Inform your vendor who will be attending.

* Ask your vendors what they will need when they visit, such as a computer, pro-
jector, printouts, and so on. If necessary, reserve a room with the right technology
needed for a demonstration.

* Provide your vendor with directions to your institution and with parking informa-
tion prior to the visit.

* Describe your library’s entrance and when and where you will meet to escort them
to the meeting room.

* Determine ahead of time how your vendor will be able to connect to your institu-
tion’s or campus’s Wi-Fi network.

* Depending on the length of the visit, be prepared to offer your vendor water or
coftee.

* While you are escorting your vendor to the meeting room, point out any nearby
creature comforts, such as restrooms and vending machines.

One way of building rapport with vendor representatives is to take an interest in their

life outside of their jobs. Where appropriate, small talk about where someone is from,
how their family is doing, and what hobbies they enjoy can ease transitions during an
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in-person visit. These details can be followed up on during future e-mails or phone con-
versations.

Information to Gather

Whether encountering a vendor for the first time or attempting to fill historical gaps of
information, it is a good idea to keep a checklist of information you may need to gather
from your vendors:

VENDOR INFORMATION TO GATHER CHECKLIST

O Vendor address for payment remittance
O Verify account numbers, if applicable
O Customer service contacts (name, title, e-mail, phone, website address for
form submission, etc.)
o Technical support
o Licensing
o Invoicing
o Other
O Administrative and/or usage statistics website
o URLs
o How to register/change usernames/passwords
[0 Resource renewal date (if unclear)
O Other subscription/purchase details, such as limited users (if unclear)
O Title lists for licensed content (where applicable)

We recommend that you keep a spreadsheet of all checklist items that you gather
from your different vendors. This vendor contact spreadsheet will frequently be referenced
in your day-to-day work and should be stored in a centralized location if it will be ac-
cessed by multiple staff or in case of your absence. Maintaining an updated backup copy
or enforcing strict edit permissions on the file is also a good idea.

Sample Introductory Scripts

We have included some sample e-mail scripts to get you started when you make initial
contact with your vendors. Some overarching recommendations for e-mail communica-
tions:

* Include your account or customer number and brief purpose in your e-mail subject
line; this helps representatives keep track of multiple customers.

* Within the body of your e-mail message, repeat the customer or account num-
ber, and be clear about why you are contacting them. Include applicable resource
names, subscription numbers, and unique identifiers, such as ISSNs.

* When contacting a vendor representative for the first time or when using a ven-
dor’s generic contact form, be sure to include your institution’s name, address, and
any other pertinent identifying information in your signature.
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From: JONES, SAM

To: Smith, Bob
Subject: ABC Library Renewal — new librarian, Sam Jones
Date: Friday, April 7, 2017 8:22:03 AM

Hello Bob,

I'm Sam Jones, the new E-resources Librarian at ABC Library. 1 believe you worked previously

with my predecessor, Mary Smith. I have some questions about our upcoming renewal and
(would like to schedule a call sometime to go over them.

Thanks and nice to e-meet you,

Sam Jones
E-resources Librarian
ABC Library

123 Library Road
[New York, NY 55555

sjones{@abclibrary edu

Figure 3.1. Example of an introductory e-mail to a vendor

From: JONES, SAM
To: inquiries@XYZresource.com

Subject: ABC Library price quote for XYZ resource
Date: Tuesday, May 16, 2017 10:37:11 AM
Hello,

I'm with ABC Library and we are interested in a price quote for XYZ resource. Our FTE is
20,000. We would also like to make sure that the resource works with EZproxy.

Please let me know if you need any additional information for the price quote,
Thanks||

Sam Jones
E-resources Librarian

ABC Library

123 Library Road
New York, NY 55555
sjones@abelibrary.edu

Figure 3.2. Example of an e-mail asking for a price quote
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From: JONES, SAM

To: help@JKL database.com

Subject: Acct#: 55555 Lost access to JKL Database

Date: Thursday, August 31, 2017 4:25:55 PM
Hello,

I'm with ABC Library, our account number is 55555 and our access to JKL Database has been
turned off. Proof of payment can be provided 1f necessary.

Please let me know if you need any additional information to resolve this issue,

Thanks!

Sam Jones
E-resources Librarian
ABC Library

123 Library Road
New York, NY 55555
sjones/@abclibrary edu

Figure 3.3. Example of an e-mail asking about cut online access

From: JONES, SAM

To: Smith, Bob

Subject: Future training visit for ABC Library

Date: Monday, November 20, 2017 9:53:06 AM
Hello Bob,

Happy Monday. Hope you are doing well. When we subscribed to JKL Database you
mentioned that a trainer could come visit our library if we were interested. Qur reference staff
are interested in learning more about the individual user accounts and advanced searching with
the indexes. Please let me know what dates/times a tramner would be available to come out. We
were thinking about an afternoon session in late February or early March, although we are
flexible.

Thanks!

Sam Jones
E-resources Libranan
ABC Library

123 Library Road
New York, NY 55555

sjones{@abclibrary edu

Figure 3.4. Example of an e-mail requesting training for a vendor database
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What Vendors Can Do for You

Whether or not you have a dedicated customer service representative with a vendor, most
companies are designed to offer services to their library customers beyond the product
that the library has subscribed to or purchased. Treat your library vendors as resources
and how you would any vendors with whom you do business in your personal life. For
instance, if you placed an order in your personal life and upon receiving the product still
had questions or concerns about it, you would reach out to the vendor and expect the ap-
propriate level of customer service to meet your need. The same should be true for library
vendors, and you should challenge yourself to take full advantage of any existing services.
Some sample existing services that a vendor may offer:

Customer service representative: some vendors offer dedicated representatives to
meet account needs. It is their job to advocate on behalf of your library to their larger
company. Don’t be discouraged by a negative interaction with one vendor representative;
they struggle in their daily work just as librarians do. However, if your library’s service is
suffering and you have given your customer service representative enough chances and
time to respond to an issue, do reach out to a representative in higher standing or to the
company in general. Politely explain the situation, that you have not been able to reach a
satisfactory resolution with your customer service representative, and that you would like
a fresh set of eyes to go over your issue.

Customer service: without a dedicated representative, many vendors offer excellent
customer service via e-mail or phone. Don’t be afraid to interact with a representative
from an 800 number the same as you would with a dedicated representative.

Training for e-resources: some e-resources are inherently complex and require
guided training for librarians to fully learn their functionality and available features. Ven-
dors behind these e-resources know this and will periodically contact you to inquire if any
staff at your library are interested in a training session, whether in person or via webinar.
Be sure to pass this information on to relevant staft even if they do not initially take the
vendor up on the offer. Your staff may want to complete the training at a later date, and
your vendors should be more than willing to arrange this.

Training for systems: vendors also offer training for the systems that you or other
librarians use in day-to-day work, such as your ILS, discovery layer, ERM, and so on.

Online support centers: these can be a treasure trove of information! From com-
mon troubleshooting issues to research guides explaining all the ins and outs of using a
particular e-resource, online support centers curate helpful information into one vendor
site. Ask your representative or research online to see if the vendor offers a support center
so that you can check out their offerings for future reference. Also be sure to mention
any relevant material to collection development staft at your library, since some vendors
provide free instructional or marketing materials.

Listservs: for the systems which libraries use day in and day out, their vendors
usually host a dedicated Listserv for their products. This is most common for ILSs or
ERMs.

When interacting with vendors throughout various channels, remember to provide
them with feedback on how they can better serve your library and its patrons. You are not
the vendor’s only customer, and patrons at other libraries will have similar needs to yours.
Don't be afraid to ask for what you want or to start a discussion so your vendor can get a
better grasp of what you are advocating for. Library—vendor relationships are a two-way
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street, with the vendor supplying goods and services in response to the library’s financial

support. The power of the collective can work wonders when we individually commit to

maintaining productive library—vendor relationships.

Vendor Administration Portals

Most major vendors provide online vendor administrative portals (admin portals) to

handle and manage subscriptions. An admin portal may include the following functions:

IP registration

EZproxy information/setup

Usage statistics

Customizable logos or other graphics

Other branding opportunities or customized displays
Title lists or other holdings details

Some vendors separate out their usage statistics into a separate website from their admin

portal, so you would have two websites with logins to access. Not all vendors offer vendor

administrative portals; for example, some vendors only provide usage statistics via e-mail

upon I‘CunSt.

Using the vendor contact spreadsheet that we mentioned previously, you should

eventually work through your list of vendors and ensure that you are registered with them

all. If you have not registered your library’s IPs with a vendor, your patrons may not have

access to the resource, even if you are annually paying for the resource.

Key Points

References

Make it a priority to identify your primary vendors and make initial contact with
them. Not only will you need to send them updated contact information, but you
will be working with them extensively in the future. Therefore, it is important to
establish a good rapport and to foster a healthy give-and-take exchange.

Your level of interaction with your vendors may vary based on the type of vendor.
You may not have a customer service representative.

Keeping sample scripts at hand for commonly asked questions or common situa-
tions is a good method of coping with vendor communication.

Be sure to stay organized either with a spreadsheet or other tracking method to
capture vendor contact information.

Don't be afraid to ask for what you need and want, as you are also helping your
tellow library customers in the process.
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CHAPTER 4

Acquisitions

Understanding different types of orders, pricing, content, and access models
Working subscription agent and big deal renewals

Communicating with library leadership about your spending

Creating a renewal calendar

Orchestrating workflows for acquiring, maintaining, and cancelling resources

vV V V V V V

Negotiating renewal rates

of acquiring resources for your
library, including selecting, ordering, and receiving materials. In 2016, the
Publishers Communications Group estimated that North American libraries
spent approximately 72 percent of their materials budget on e-resources alone. As
publishers and vendors fight for an increasing chunk of libraries’ budgets, new, complex
purchasing models have evolved, giving rise to a multitude of aquisition and pricing
options. It is more important than ever before that e-resources librarians continuously
investigate various purchasing models, whether that be bundling or unbundling pack-
ages, moving to a patron-driven acquisitions e-book plan, or starting a deposit account
for journal articles.
As you go over historical renewals and budgets in your new position, you will begin
to recognize different patterns and habits of your predecessors. Especially if you are in a
newly created position, you may realize that no one has added or cancelled anything for
years. With this in mind, don’t be afraid to do something different than your predecessors
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regarding acquisitions workflows. The e-resource market and pricing fluctuates so much
that it is very likely you have some unrealized savings right under your nose.

In this chapter, we focus on the purchasing models for three types of content: seri-
als, e-books, and databases. We have separated the purchasing models for these content
types into their own sections to aid your understanding of the varying workflows which
accompany each one. Of course, there is some overlap between the types, and we ask that
you remain flexible with our categories.

Pricing Options

42

Before we dive into the various purchasing models, we wanted to touch upon the kinds
of pricing you may encounter. These pricing options can occur regardless of content type,
so it is a good idea to familiarize yourself with them. Some of these pricing options are
open to negotiation, while others are more fixed. However, as always, it never hurts to ask
vendors if they are open to discussing pricing.

Fixed (flat) rate: the resource costs the same for all purchasers/subscribers, regardless
of institutional size, number of users, and so on.

Full-time equivalent (FTE): tiered pricing based on the number of full-time stu-
dents enrolled at an institution. It is a very common pricing model for both e-journals
and databases sold to academic institutions. If you do not already know your institution’s
FTE, your registrar should be able to provide this number, or you may be able to find it in
a factbook or a similar publication. Report to your vendor the most recent number avail-
able; it is common for the statistic to be published one or two years behind the current
academic year. Vendors will contact you for an updated number as needed.

Carnegie classification: a less common, tiered pricing model for academic institu-
tions. Your registrar may also be able to provide this information. If not, it is fairly easy
to estimate your classification using the Carnegie website (see references for the URL)
and your most recent FTE number. Contact library leadership if you have any concerns.
Since these classifications are used elsewhere on your campus, it is good for everyone to
be on the same page with what they are reporting, and leadership can help point you to
the right channels to begin discussions on your campus.

Academic program size or population served: similar to F'TE pricing, resources are
priced according to program size or the estimated number of potential users (for example,
a resource for a nursing program of 1,200 students). Work with the academic department
in question to determine program size or else contact the registrar or other campus bodies
for assistance. If you know for a fact that less than the entire program size will use the
resource—a single class of thirty-five students, for example—ask vendors if they would
be willing to provide pricing for the single class size.

Simultaneous or concurrent users (seat limits): many databases are priced per
simultaneous user or seat. For example, if you subscribe annually with two seats to a re-
source, only two patrons can access the resource at one time. Patrons who attempt to use
the resource when the seats are full will receive an error message and be denied access to
the resource.

Purchase plus continuing access fee: for some resources, you must pay an initial
purchase price and an annual, continuing access fee. Access fees are generally to support
website maintenance, while the purchase price is for the actual content. If your library is
unable to pay the continuing access fee in future years, your library will lose access to the
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Serials

content. Generally, the access fee is a very small percentage and can be negotiated like
renewal rates.

Market price: outside of FTE pricing, this is a very common model for individual
e-journal subscriptions. Prices are obtained by contacting the vendor directly for a quote;
however, the price is subject to change. For example, if you request a price quote in Feb-
ruary for an e-journal but wait until October to subscribe, you will receive an updated
quote from the vendor, and the price will have likely increased.

Vendor-defined institution size: similar to Carnegie pricing, some vendors will
self-define what they deem to be small, medium, or large institutions. Pricing is then
determined based on these classifications.

Business (balance) carried with a vendor: although this pricing model is less com-
mon overall, some vendors do take into account the amount of existing business you carry
through them when considering pricing for any additional subscriptions. For example,
vendors may offer a discounted rate for a new $20,000 database subscription, given that
you already carry $100,000 worth of business (other subscriptions) with them.

Print Serials

Materials handled by e-resources librarians are commonly separated into two general
categories: continuations and firm orders. Difterent libraries may use other, interchange-
able terms to refer to continuations and firm orders, including serials or standing orders
for continuations, and monographs or one-time purchases for firm orders. In this book,
we shall use the term serials to refer to any material that is acquired sequentially (e.g.,
journals, magazines, annuals, society reports, proceedings, etc.) and firm orders to refer to
any material which is acquired at a singular time (e.g., books, e-books, etc.). Although in
some libraries the e-resources librarian is not responsible for both serial and firm orders,
it is still very important to understand the difference between the two types of materials.
Serials are unique in that they generate recurring costs, which are often annual, whereas
firm orders are usually one-time purchases with no additional costs incurred.

A print subscription provides physical copies of a resource according to its publication
frequency, whether that is monthly, quarterly, or annually. While you may not be in charge
of print serials at your library, do keep them in mind as an alternative to online-only sub-
scriptions. Although it would depend on patron needs and other factors, in some cases it
is both cheaper and acceptable to substitute a print subscription for an exorbitantly priced
online subscription.

Table 4.1. Terms Used to Refer to Serials and Firm Orders

Serials

Firm Orders

continuations, standing orders, ongoing magazines, newspapers, annuals, society

resources, multivolume resources reports, standards, proceedings, transactions

one-time purchases, monographs books, e-books, video recordings
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For instance, consider the potential savings of print balanced against the incon-
venience for a patron, who would be required to physically visit the library to use the
resource. Additionally, if your library has a robust and time-effective document delivery
service, where articles from print journals are scanned and e-mailed to patrons upon re-
quest, an online subscription may not be necessary. Physical space limitations and binding
costs should also be considered.

Online Serials

Online serials subscriptions vary greatly from one vendor to the next in what content is
offered. The following subsections cover different access and subscription models.

Open Access Serials

All Access

E-journals and articles which are freely available online are referred to as open access.
Open access journals and articles have become popular in academia over the past decade
in response to rapid increases in serials pricing. Some helpful definitions include:

Gold open access journal: all content of the journal is freely available.

Green open access (self-archiving) articles: authors deposit their article into insti-
tutional repositories, which are then made freely available.

Hybrid open access journal: a subscription journal in which only some of the articles
are open access.

Author Processing Charge (APC): a publication fee which is sometimes charged
to authors by the publisher “of open access and hybrid journals to meet the costs of the
publication process” (Research Information Network CIC, 2012).

Some standard subscriptions provide access to all of the resource’s content which is avail-
able online. This is less common than current access or archive access, which we cover
next.

Current Access (Frontfile)

Some publishers like to separate their subscription content into current access and
archival access to increase the number of pricing options. A current e-journal sub-
scription, sometimes referred to as the frontfile, typically gives access to the most re-
cent content of a journal. With exceptions, the years of access are likely to be around

“1997—-present.”

Archival Access (Backfile)

If a publisher offers archival or backfile access to a title, there are typically three different
pricing models. Typical coverage is from the first volume to the beginning of the current
subscription. Many publishers only offer backfile access in the form of a large package
of titles.

Backfile subscription: As with normal subscriptions, you pay an annual fee for access
to a range of content years.
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Additional fee for backfile access: If you already have a frontfile subscription, the
backfile may be available for a small additional fee.
Backfile package: These packages are typically very expensive because you gain per-

petual access to a great number of titles.

Rolling Access

Rolling journal access is the most confusing of all. With this model, you will both gain
and lose access to content each year, which requires you to update your holdings accord-
ingly. Generally, rolling access provides access to a set number of years plus the current
year. For example:

2018 rolling subscription (access to five years of content): 2013-2018
2019 rolling subscription (access to five years of content): 2014-2019

In this example, this means that you would remove your 2013 access from your holdings
upon gaining access to 2019 content.

WHY PERPETUAL ACCESS?

There are several points of consideration for whether or not it is worthwhile to
obtain perpetual access to e-journal content, especially if your library also owns
print volumes of the journal:

* Your institution’s existing print holdings and capacity for future storage

* Your institution’s capabilities for document delivery, in which you provide
scans of print materials upon request to patrons

* ILL costs for content you do not own, including copyright fees

* Maintaining e-journal perpetual access, including documentation, annual
updates, and verification of access

Many institutions have physical collections which are running out of storage space,
even those with oft-site storage. Bound journal volumes take up considerable space,
and ensuring their retention is also difficult if leadership or institutional goals
change. However, depending on your institution’s ability to store print holdings, it
may be worth considering if print accessed through document delivery is a better
solution for perpetual access. It is also worth considering the absolute bare-bones
cost of a print subscription plus binding plus storage plus staft in lieu of paying for
an exorbitant e-journal subscription. This may not be worth considering for the
most expensive e-journal subscriptions, as their print subscription cost is usually
85 percent of the cost of the electronic subscription. Also, a considerable amount
of staft is required to operate a document delivery service that has an output with
acceptable delivery times. Some institutions with less staft and some excess dollars
choose to simply rely on ILL versus document delivery.
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Perpetual Access

Perpetual access simply means that you retain archival access to the content you paid
tor forever. Without perpetual access, you only have access to the resource while you are
subscribed. Once you stop subscribing to the resource, you lose all access to the content.
Not all subscriptions offer perpetual access, so be sure to contact the vendor if it is not
obvious up front whether or not a subscription offers perpetual access.

Print Plus Online Serials Subscriptions

A print plus online (P+O) subscription provides access to both the print and online
content of a journal. Pricing can vary greatly. While print plus online subscriptions are
self-explanatory, take note:

* In some instances, a vendor may only provide a print plus online subscription
option. If your library does not want the print copy, be sure to inform the print
journals staff so they can update their receiving records to “discard upon arrival.”

* The online access provided by a print plus online subscription may not support
IP, EZproxy, or other major authentication methods. Instead, they are likely to
authenticate via username and password, which is intended for a single user.

Username and Password Online Access Subscriptions

'The majority of online subscriptions support IP authentication, EZproxy, and other major
authentication methods. However, you will need to verify this with smaller publishers and
vendors. The information we provide here applies to all resources which authenticate via
username and password, although username and password (U/P) subscriptions are most
common for individual serial titles.

When in doubt, you should reach out to vendors to ask their permission to include
your subscription on a password-protected web page where patrons must input their
institutional credentials to view the login information. Vendors may decline to allow this
if they are unaware of market trends and did not mean for their resource to be accessed
by multiple patrons with a single login. If you receive permission, work with IT staff to
create and maintain a username/password web page. Also, be sure to ask IT staff for the
appropriate editing permissions so you can update the web page in the future.

If you primarily place your orders through a sub-agent, be aware that U/P subscrip-
tions frequently appear in subscription results lists within sub-agent admin portals. Out-
side of the academic market, U/P subscriptions meant for individuals are very common,
especially for popular reading titles. Therefore, online access for many P+O subscriptions
with sub-agents is authenticated via username and password.

The online subscription records within your sub-agent’s admin portal generally in-
clude information about what authentication method is used for the online subscription.
This information is often incorrect. When in doubt, contact the vendor directly to verify
the subscription’s authentication method, and be sure to update your sub-agent with the
correct information as necessary.

Packages
Rather than purchasing individual subscriptions, a library can invest in packages, which
bundle subscriptions in various ways.
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Small or Large

Packages come in many difterent shapes and sizes. Smaller packages, sometimes referred
to as bundles or combination packages, commonly combine two or three titles into one
subscription fee. Large packages, however, may include not only e-journal content but
also e-book and other e-content. Here are some common large-package models:

E-journal subject collections: a publisher may bundle e-journal titles together by
discipline.

Standard package: a publisher offers all subscribers access to the exact same content.

All-inclusive package: a publisher may bundle all of its e-journals into a single,
large package. If the publisher offers one hundred e-journals in the package, for example,
a library may get substantial savings by moving its sixty individual subscriptions to the
package model.

Customizable package: sometimes a publisher will allow the library to pick any forty
titles & la carte to get a package rate discount.

Static or Dynamic

Big Deals

Packages can either be static or dynamic. Generally, dynamic packages are updated to
include new content as time goes on. For example, you subscribe to a vendor’s Educa-
tion Journals package that includes twenty titles. In the forthcoming years, more titles
may be added to the package, and your subscription rate may increase in correlation
with the additional content. A static package, on the other hand, would never gain the
additional titles. So, if your library subscribed to the Education Journals package in
2012, you would not gain the titles published in 2013 and beyond, despite them being
added to the package for new subscribers. To catch up on content for a static package
from 2013 to the present, a vendor will often offer a rate that represents a portion of
the annual subscription fee for a library. If static-package subscriptions began before
you started working at your library, you might need to call the vendor to verify what
years you have access to.

Big deals are a specific type of subscription package that has garnered a lot of atten-
tion, both positive and negative, over the past decade. With a big deal package, your
library gains access to all of a publisher’s e-journal titles, including perpetual access to
some—but not all—of those titles. Examples of publishers who offer big deal packages
are Elsevier, Springer, Wiley, Taylor & Francis, Sage, Emerald, American Chemical So-
ciety (ACS), Oxford University Press (OUP), and Cambridge University Press (CUP)
(Bergstrom et al., 2014).

Due to their expansive nature, big deal packages will likely represent a large chunk of
your library’s collection budget. Therefore, it is important to thoroughly understand how
big deal packages work. The main components of most big deals are:

* Subscription titles, for which a library pays extra fees to have perpetual access; a
library can pick and choose which titles are subscription titles; once these subscrip-
tion fees begin, they are covered by a cancellation allowance.

* Access-only titles, for which the library has access but not perpetual access; a li-
brary maintains access to these titles only for the life of the license.
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* Cancellation allowance, which is typically a percentage of the subscription titles’
tees and applicable for the life of the license; a cancellation allowance can be used
to cease paying for perpetual access to titles, which moves said titles to access only.

* Swap allowance, typically a percentage of subscription titles’ fees and applicable for
the life of the license; a swap allowance is used to swap an existing subscription
title for an access-only title, which then becomes a subscription title.

* Platform fees, to pay for the hosting platform.

* Other license fees.

Big deal packages do seemingly offer a discount on content when compared to list prices.
Theodore Bergstrom et al. estimate that while “it would cost about $3.1 million at 2009 a
la carte prices to buy all of the journals in Elsevier’s ‘Freedom Collection,’ the average Re-
search I university paid roughly $1.2 million, or 40 percent of the summed title-by-title
prices, for access to the Freedom Collection.” Historically, the initial pricing for big deal
packages was based on the amount of the library’s existing print subscriptions in addition
to a 5 to 15 percent increase to acquire online access to all of the publisher’s journals.
Although initially attractive for the comprehensive online access that they provided, big
deal packages are increasingly unavailable due to rising costs. As Bergstrom et al. state,
“a bundle whose price increased by 5.5 percent per year would have doubled its price
between 1999 and 2012” (Bergstrom et al. 2014: 9428).

Additionally, limited cancellation allowances for subscription titles prevent the over-
all cost of the package from being reduced in the future. Therefore, it is difficult for librar-
ies to significantly reduce the cost of their big deal package unless they cancel the entire
big deal and resume paying list price for fewer titles. Also, not all big deal packages are
comprehensive. Your library may have an existing license that does not include coverage
of all of a publisher’s journals.

Big Deal Renewals

48

When updating or working your big deal package renewal, there are a few standard li-
cense options:

* With a cancellation allowance, you may be able to cancel some subscription titles.

* With a swap allowance, you may be able to swap some subscription titles for ac-
cess-only titles of equal value (which in turn become subscription titles).

* If your library’s big deal is not comprehensive, typically adding content is not an
issue. However, keep your cancellation allowance in mind when considering how
much cushion you would have for cancelling subscriptions in the future.

Ideally, you would edit your renewal to maintain subscription titles with high usage and
reduce the number of subscription titles with low or zero usage. As we will discuss later
in Chapter 8, you should also not exclusively rely on quantitative data when making
renewal decisions. Usage may vary from year to year, and the preceding year’s usage is
not always an indicator of the succeeding year’s usage. Rather than analyze a single
year’s usage, it is better to get an average of the past two to five years. Also, ask your
collection development staff for qualitative input. They will be able to identify journals
with little to no usage but for which you should retain perpetual access, given their
importance to their discipline.
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Use caution when making swaps or cancellations for subscription titles. If you fre-
quently cancel or swap subscription titles due to sporadic usage, you may end up with
titles with intermittent perpetual access: a year here, a year there, a span of two to three
years, or even every other year. Thorough documentation is required, and more work is
created to represent sporadic years of perpetual access throughout your library’s various
access points. With this in mind, you may not want to edit your renewal much if your
institution’s academic programs have not undergone many changes and if subscription
title usage has not dramatically shifted.

Finding the right balance for big deal subscription titles can be difficult, but encour-
age yourself to simply make the best decision you can with the data at hand. Generally,
if you move a journal from its perpetual access status, you have moved it to access-only
status, and your patrons will not lose any access as a result of your decision.

As far as reducing the overall cost of a big deal package, some libraries have found
success in sacrificing their cancellation and swap allowances to lower their overall renewal
increase rate. For example, your vendor may be open to decreasing your annual renewal
rate from 5 to 7 percent to 2 to 4 percent if you give up cancellation and swap allowances
altogether. There is more information about negotiating reduced renewal rates at the end
of this chapter.

Although there is no right answer or one way to work a big deal renewal, your ulti-
mate answer should balance the time you spend working the renewal with how the usage
inside the big deal has changed. Be aware that for different disciplines, curriculum or
opinion may change every five years or so. Consider working with collection development
staff to review for relevancy annually or every few years.

Subscription Agents and Big Deals

Some libraries prefer to handle their big deals through sub-agents because they believe
that it is helpful when tracking both temporary and perpetual access. Handling big deals
via sub-agents is helpful to a certain extent; however, there are potential associated costs.
Depending on the sub-agent, you may negotiate your service fee for your big deal pack-
ages in several different ways:

* Sub-agents may charge the same service fee for your big deal package(s) as for the
rest of your business with them.

* You may negotiate with your sub-agent for a reduced service fee for your big deal
packages.

* Your sub-agent may be happy to handle your big deal package for no service fee.

Unbundling or Cancelling a Big Deal

Some institutions have broken their big deals with success but often with a significant
sacrifice in terms of the amount of content. For instance, after breaking its big deal, one
library reported “a 35 percent reduced price for 65 percent reduced content” (Anderson,
2017). This scenario may work for some libraries, especially if a small percentage of titles
constitute the majority of use. A cost per use analysis would be necessary to determine
how many and what titles are heavily used.

Most librarians assume that if they were to cancel their big deal, their ILL requests
for their lost full-text content would rise dramatically; however, this is still being debated
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in the literature. Wayne Pedersen, Janet Arcand, and Mark Forbis noted several instances
in their literature review where ILL requests did not rise after a big deal cancellation;
however, others, like Mitchell Scott, did find usage prior to their big deal cancellation to
be predictive of ILL use post-cancellation (Pedersen, Arcand, and Forbis, 2014; Scott,
2016).

When determining how to replace content lost from breaking a big deal, there are
also new access models to consider. Some vendors offer pay-per-view models of access
with varying levels of mediation, for which an institution buys a set number of articles or
tokens up front for a predetermined price per article (Fisher, Kurt, and Gardner, 2012).
The Get It Now service provided by the Copyright Clearance Center is another option
to replace lost full-text content. The Get It Now service is marketed as a complement
to ILL services “by providing library patrons with the immediate fulfillment of full-text
articles from unsubscribed journals—twenty-four hours a day, seven days a week—
through a cost-effective and easy-to-use service integrated into your ILL workflow and/
or OpenURL link resolver” (Copyright Clearance Center, 2017).

‘These new models may be viable for your institution if you find yourself in a budget
crisis or if your institution’s big deal just doesn’t make sense anymore due to low usage.
However, always remember that the amount of money you spend for individual requests
will greatly increase over time as the amount of perpetual access content your library has
access to decreases.

Firm Orders

E-Books

'The use of and need for e-books differ somewhat between academic libraries and public
libraries. Marshall Breeding explains that “while the public library e-book service is op-
timized for convenient access and cover-to-cover reading, e-books in academic libraries
tend to be used more for reference and research, with more of an emphasis on individual
chapters” (Breeding, 2017: 18). For academic libraries, therefore, e-books represent a new
model of access, one which both supports budget constraints through programs such as
demand-driven acquisitions (DDA) and also provides much-needed e-resources to an
increasing number of remote patrons. When considering an e-book purchase or subscrip-
tion, there are several facets to consider, including:

* Pricing model

* Interactive features, such as bookmarking, highlighting, and note-taking
* Digital rights management (DRM) technology

* Length of use, such as unlimited, one day, or one week

* Number of concurrent users

* Images or other graphic inclusions

* Perpetual access

The prior bulleted list can also be used as a checklist to document what the library is
getting as part of its purchase or subscription. This should help you avoid many common
e-book access pitfalls. The following scenarios demonstrate that thorough investigation is
required to ensure that the e-books you are selecting will meet the needs of your patrons.
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DDA/PDA

E-BOOKS AND DIGITAL RIGHTS MANAGEMENT

Digital rights management (DRM) technology controls how digital information
resources, including media, can be accessed, copied, distributed, reformatted, or
otherwise changed. These software and hardware controls are usually embedded
in the work or device, and can be protection schemes as basic as password protec-
tion (American Library Association, 2017).

When purchasing or subscribing to e-books, be sure to investigate if the ven-
dor includes DRM on its titles. Different publishers and platforms enforce differ-
ent levels of DRM, some of which can be burdensome to patrons. Compare the
DRM restrictions with the needs and expectations of your patrons. Ask yourself,
will the patron be negatively affected by the DRM in place? If so, do the benefits
of the e-book outweigh those eftects? Would a print copy be more appropriate?

* You trial a potential e-book platform only to receive feedback from faculty that
they do not want to subscribe after all due to the lack of features they are used to
encountering on larger vendors’ platforms.

* Hoping to provide ease of access to patrons, you subscribe to several individual art
history e-books instead of purchasing the print copies. However, you discover the
e-books do not include any of the images—only full-text—something which was
not forthrightly advertised in the vendor’s product listing. You are able to receive a
refund for the titles after demonstrating that the lack of images is not well advertised.

* While responding to a request for some nursing e-book titles that are only avail-
able on the publisher’s platform, you discover that, in addition to paying list price
for the titles, the library must pay an annual, continuing access fee for the publish-
er’s site. Your library decides that it is not financially feasible to subscribe to e-book
titles at list price without perpetual access.

It is important to document the what, where, and how of your e-book subscriptions and
purchases, not just for yourself or for acquisitions purposes, but also for your patrons.
With the large variances in offerings between vendor platforms, patrons can easily get
confused about what features and functionality are available. For instance, some platforms
offer the ability to bookmark, highlight, or annotate the text; others provide user accounts
for saving title lists or personal notes; and still others provide only the bare-bones text.
To help alleviate patron confusion, many libraries use research guides to highlight their
major e-book collections with notes on concurrent user limits, other access details, and fea-
tures. If your library has yet to commit to multiple e-book vendors, be sure to weigh your
needs and wants against what each vendor offers in terms of functionality. Some libraries
accept that they will need to sacrifice certain features to gain the content they want.

As their collections budgets dwindle, libraries have worked out new models of providing
access with vendors. One very popular model for purchasing e-books is demand-driven
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acquisitions (DDA), which is also referred to as patron-driven acquisitions (PDA). For
their DDA plan or program, libraries can choose a subset of titles based on publisher or
discipline to make discoverable to their patrons. When a patron interacts with the title,
such as by viewing or downloading it, the library will either be charged for the full price of
the title or for a short-term loan (STL), depending on the DDA plan. Typically, libraries
set a max spend amount with their DDA plan vendor, which includes both purchase and
STL amounts. Once the money runs out, libraries will need to reassess whether or not
they will continue with the program. Libraries can also introduce spending caps for the
STLs generated from their DDA plans. For example, they may deny a patron access to
the e-book in question if the STL costs more than $80.

STLs vary in price from publisher to publisher; the majority represents a fraction
of the list price for the title while other publishers do not allow for STLs and initiate a
purchase at the first moment of access. With the STL model,

an ebook must receive a number of loans before a final purchase is made. The library
presets the loan period generally for 1 day or 1 week, and the cost varies with the dura-
tion of the loan. Depending on the publisher, the 1-day loan fee ranges anywhere from
5% to 30% of the ebook’s list price. The 1-week loan fee ranges from 15% to 45% of list,
although a few publishers may charge up to 90% of list. Once a certain number of STLs
(most often three) have been triggered, the ebook is purchased. The final cost is the sum
of each rental fee, plus the price of the ebook. (Zhang and Downey, 2017: 5)

The cost savings of the STL model is still up for debate. Yin Zhang and Kay Downey
argue against it, especially after publishers have continued to aggressively increase their
STL rates. Others, such as Ann Roll, find that their libraries are saving money on low us-
age titles, which only trigger STLs and not a purchase (Roll, 2016). The literature is ripe
with case studies where libraries have analyzed the return on investment of their DDA
plans several years after implementation. We recommend that you find a case study with a
library or DDA implementation similar to your own, whether in the number of students,
titles, publisher, discipline of e-books, STL model, or purchase model. You could even ask
your vendor to put you in touch with other libraries who have implemented similar DDA
programs, which is helpful for technological aspects as well.

DDA and Approval Plans

52

Many libraries have cancelled or edited their traditional print approval plans in response
to the emerging DDA model. Approval plans are a historic collection development model
which libraries have used to fill their shelves with relevant titles, requiring less work on
the front end for librarians. They can be based on a number of criteria, including certain
subject disciplines or publishers.

Approval plans have been called “just-in-case” collecting, given that there is no
patron need initiating the purchase and the material may never be used. DDA, on the
other hand, has been referred to as “just-in-time” collecting, given that the purchase is
triggered by an actual need (Roll, 2016). While some libraries have cancelled their tradi-
tional print material approval plans in favor of electronic DDA plans due to decreasing
budgets, others are embarking on a hybrid model: a demand-driven preferred approval
plan. This model provides a great amount of flexibility and combines the selection method
of an approval plan with the demonstrated need for purchase of a DDA plan. Carmelita
Pickett, Simona Tabacaru, and Jeanne Harrell; Tina Herman Buck and Sara Hills; and
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EBA

Roll all recount their considerations and experiences with this model (see the references
at the end of this chapter).

Similar to the DDA model is the evidence-based acquisitions (EBA) model. The major
difference is that typically the cost of an EBA program is agreed upon and paid up front
with a deposit account, while the cost of a DDA program is paid continuously or at the
end of the program’s run and the exact amount can vary. An example EBA program
would be providing your patrons access to all of a single publisher’s 2018 e-books. Your
library would commit up front to a certain dollar amount. Some vendors have a required
minimum spend for their EBA programs, such as $20,000. EBA programs run for a des-
ignated amount of time—for example, one year—after which it is common for the vendor
to provide your library with a usage report. Typically, libraries choose to spend their set
amount on the top use titles, although there could be exceptions, such as if a title will be
used for a particular class in the future. The number of titles you will gain depends on

publisher pricing.

Databases

'The majority of database subscriptions are direct orders, which means you must contact
and pay the vendor directly. For most database subscriptions, all customers subscribe and
gain access to the same content; however, there are a few databases which are sold in
pieces. Also, some databases withhold updates to content unless you pay an update fee,
which is generally a percentage of your annual renewal rate. If you are uncertain which
you are paying for, check your renewal invoice or historical acquisitions information or
else contact the vendor to ask if it can shed more light.

Database subscriptions are generally renewed on an annual basis. However, some
vendors do accept multi-year renewals, where payment for multiple years is made up
front. Discounts are also sometimes given for multi-year renewals. Before initiating
any multi-year renewals, be sure to check with your accounting department; they may
not prefer to set up multi-year agreements due to fluctuating budgets. For public
institutions, you may need to include a clause in your e-resource’s license for early
termination due to insufficient funds. Additionally, a multi-year renewal may not be
appropriate if you are likely to cancel the resource. You may want to touch base with
your collection development staft to determine if cancellation is likely. Overall, we
would recommend avoiding multi-year agreements unless the potential savings are
substantial.

Budgeting and Renewals

Budgeting for serials and e-resources can be stressful due to ever-increasing renewal
rates. EBSCO’s 2018 Serials Price Projection estimates that the overall publisher price
increase will be from 5 to 6 percent, compared to the average U.S. inflation rate of 1 to 2
percent per year (EBSCO, 2017). Luckily, despite having such high price increases, you
can successfully anticipate your needs and budget if you put in some proactive effort to
be organized.
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To start, we recommend meeting with your internal library budget officer or account-
ing department to discuss some basic operations questions, such as:

How are things paid at your institution? It is likely that once the library processes an
invoice in its ILS, the invoice is sent on to the accounting department where a check is
then issued to the vendor. You may also have a credit card to use for acquisitions purposes.

Approximately how long does it take for vendors to receive a payment? A typical
time period is two to four weeks, although some payments may be applied much sooner.
This estimated time period is very important to know since some vendors are strict about
payment due dates, even if they issue your invoice only thirty days prior.

Who should I contact if a vendor has not received payment? Outside of your stan-
dard payment window, you may need to provide a vendor with details of the payment
which was issued to it.

What happens to money which is not spent at the end of the year? Is it swept back
into the institution’s funds?

What happens if the collections budget exceeds its original allocation? Do I need
to attempt to cancel that exact amount towards the end of the year? Or is there any “cush-
ion” money from elsewhere in the library that could be used to shore up the collections
budget? This will likely vary on a year-to-year basis.

What documents am I required to keep in my department for audit purposes?
Documents in your purview are those outside of the documents kept by either the library
budget officer or your institution’s accounting department. If you are not technically re-
quired to keep any documents, it is still good practice to keep copies of invoices and other
financial forms or licenses for two to five years, or even longer. Historical documents
demonstrating payment are essential when arguing for perpetual access.

Once you have a better idea of the financial workflow at your institution, you can
focus on your collections budget and analyze historical spending trends to prepare
yourself for the future. Consider the example budget in Table 4.2, which includes fic-
tional renewal rate increases. In this example budget, the projected percentage increase
for each year is 6 percent. The example budget does not factor in any new resources
or resource cancellations; it assumes that the collection remains static. While this pro-
jection is fairly accurate, given the numbers, e-resources and serials pricing fluctuates
greatly due to the rate increases set by vendors and the reduction in these rates which
librarians are able to negotiate. Sometimes you will end the year with a surplus and
sometimes a deficit.

If you do find yourself with a surplus, you should notify your library leadership to
ensure that the funds are not needed elsewhere in the budget. It is especially important
to notify leadership of any surplus as soon as possible if unused funds are swept back into

Table 4.2. Example Budget with Projected and Final Expenditures

2015 $1,000,000.00 $1,060,000.00 6% $1,059,000.00 5.9%

2016 $1,059,000.00 $1,122,540.00 6% $1,127,835.00 6.5%

2017 $1,127,835.00 $1,195,505.10 6% $1,196,632.94 6.1%

2018 $1,196,632.94 $1,268,430.92 6% $1,266,037.65 5.8%
CHAPTER 4
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your institution’s accounts at the end of the year. Otherwise, a good use of surplus funds
is to see if any of your vendors, especially your sub-agents, will allow for pre-payment for
the next fiscal year.

With budget shortfalls, it is best to know as soon as possible how dire the situation
is. We discuss a renewal calendar in the next section that will help facilitate this. When
attempting to estimate how much you will spend during the next fiscal year, ask yourself
the following questions:

* What has been the average price rate increase across the entire collections budget
over the last five years?

* Are there any new or renegotiated items which will enter your budget this year?

* What, if any, is the estimated budget for new resources?

* What, if any, is the estimated savings from recently cancelled resources?

All of these data points will give you various ranges of possible outcomes. Always lean
towards estimating higher rather than lower. Once you have an estimated spend range
you feel confident about, maintain open communications with your library leadership
about how large your projected deficit will be. The more advanced notice you give them,
the more time they have to creatively rearrange money or campaign for an increased
budget. Notifying your leadership quarterly of any changes or updates to your projected
expenditure is good practice.

Renewal Calendar

Within this section, we focus on the renewal workflow after you have decided what re-
sources you are maintaining, cancelling, or newly acquiring. For a discussion of methods
used for evaluating renewals, please refer to Chapter 8.

Depending on your ILS system, you may be able to run a report of the previous fis-
cal year’s expenditures to help budget the current fiscal year. However, sometimes these
reports are fractured or overly complicated. For simplicity and clarity, many e-resources
librarians instead choose to create a renewal calendar outside of their ILS to assist them
with budgeting. There may or may not be an existing renewal calendar for e-resources at
your library. Don’t worry if you are starting from scratch; your renewal calendar simply
needs to represent the major categories on which you spend your collections dollars. You
can increase granularity as you go along.

We recommend starting with a spreadsheet for your renewal calendar since it is easy
to translate to other systems later. You also could create an Access database to keep track
of your renewals or use an ERM, if your institution has one. You could also populate a
system which generates reminders, such as Asana or Microsoft Outlook, to prompt you
to start and keep track of the renewal workflow.

'The following categories are a good start to organizing your renewal calendar: sub-
agents, direct orders, and miscellany. Sub-agents are typically low maintenance and can be
relied upon to send invoices in a timely manner. The same cannot be said for direct orders
since those invoices tend to slip through the cracks. We recommend you proactively so-
licit invoices from these vendors. To budget correctly and comprehensively, direct orders
should be listed out individually on your spreadsheet, whereas you could list your total
sub-agent expenditure as one amount. See Table 4.3 for an example renewal spreadsheet.
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Table 4.3. Example Renewal Spreadsheet

15/16 16/17 17/18 17/18

January 2018

Database ABC $200 $204 $208.08 2% $208.08 2%
Database DEF $1,200 $1,248 $1,297.92 4% $1,310.40 5%
Database GHI $20,000  $20,600 $21,218.00 3% $21,218.00 3%
February 2018

Database JKL $12,500 $13,250 $14,045.00 6% $13,912.50 5%
Database MNO $6,000 $6,120 $6,242.40 2% $6,303.60 3%

It may also be helpful to populate the previous two to five years of data so you can see
at a glance if you are being billed correctly, what your historical increases have been, and
what year you added or cancelled a resource. Remember, the ultimate goal is to facilitate
accurate budgeting with your renewal calendar.

Working Subscription Agent Renewals

56

Unless your library is intending to make a significant number of additions or cancella-
tions for the upcoming year, sub-agent renewals generally do not require a great amount
of work. The main goal for sub-agent renewals is to understand what subscriptions they
manage, check for errors, and search for potential cost savings. Pay particular attention to
existing packages, and verify that they are needed. You could also analyze your individual
subscriptions to see if any could be switched to packages.

Since many of the subscriptions handled by sub-agents are slated to run from January
to December of each year, sub-agents will typically send out one main renewal document
around August or September, with the expectation that you submit any updates (i.e., can-
cellations or activations) by early October. The sub-agent will then issue invoices for the
next year’s subscriptions around late November or early December, which is in time for
the January start date. Of course, this may vary depending on your institution, so be sure
to confirm any due dates with your sub-agent. Also note that, although you should see
all of your subscriptions listed in your renewal paperwork, some subscriptions may have
odd run dates (e.g., May to April of the next year), so you may receive invoices outside
of your main renewal month. You can easily track these subscriptions and their invoices
within your sub-agent portal.

Also included in your renewal paperwork will be relevant subscription notifications,
such as notices about title changes, ceased publications, publisher transfers, and package
updates. You will want to note any changes and create action items to update your hold-
ings and discovery systems as necessary.

Once your renewal paperwork has been submitted and fully processed, you will want
to check your sub-agent’s administration portal to be certain new subscriptions and can-
cellations have been accurately added or removed. Occasionally, cancellations from years
past resurrect themselves, or a subscription accidentally gets added to your account. We
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recommend running a report of your previous year and current year subscriptions so that
any additions or subtractions can easily be spotted. Beware of metadata changes while
going through your report, however. Updated sub-agent title numbers can make existing
subscriptions look like new subscriptions.

Acquisitions Checklists: Renewed, Cancelled, Newly Acquired, and
Trialed Resources

We provide example checklists for renewed, cancelled, trialed, and newly acquired re-
sources in this section. These checklists are intended for inspiration only; you will likely
need to add or remove points that are relevant to your institution.

Resource Renewal Checklist

A personal checklist, in combination with a notification system, is a great way to ensure
that no parts of the renewal process are forgotten. Although vendors are definitely in-
terested in keeping your library’s business, they sometimes communicate poorly when it
comes to soliciting and receiving renewal payments. Lenient vendors may not mind re-
ceiving payment two or three weeks after the official renewal date, but others may choose
to cut access instead—sometimes without even notifying the library they have done so!
'Therefore, it is in the best interest of your library to solicit renewal invoices from vendors
proactively and well ahead of time.

In the resource renewal checklist, we give recommended timelines to complete dif-
ferent tasks: for example, to request an invoice sixty days before your renewal date. These
are just helpful guidelines, and the required lead time before action for renewals varies by

RESOURCE RENEWAL CHECKLIST

O Sixty days before renewal—contact vendor for renewal quote
O Sixty days before renewal—request invoice from vendor
O Thirty days before renewal—pay invoice

Add these events to the timeline if dealing with license negotiation:
O Ninety days before renewal—contact vendor to begin license negotiation
O Sixty days before renewal—if license requires signature outside of library
administration, pass on final document to appropriate party (provost, pres-
ident, etc.) to be signed
Add these events to the timeline if renewal approval is needed:
O Ninety to 180 days before renewal—provide collection development staft
with quantitative data to evaluate resource

O Ninety to 180 days before renewal—receive response to keep or cancel
from collection development staff
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vendor. Some vendors reliably send invoices before your renewal date, so not everything
is a long, drawn-out process. Also, you may only be concerned with asking for renewal
quotes from vendors who you know typically increase more than 5 percent each year.

A major bottleneck for renewal workflows occurs when you are waiting on coworkers
at your institution for a collection development decision or a license signature. Be sure to
take these potential holdups into account and allot enough lead time to attend to these
tasks before your renewal date.

Resource Cancellation Checklist

If you are facing a budget deficit, decide alongside your administrators the exact dollar
amount of what needs to be cut as soon as possible. Remember to clarify with your library
leadership if there is any money available from other sources to assist with the budget
deficit, so that you will not need to cancel as many resources outright. The best case sce-
nario would include:

* Having enough time to comfortably analyze your resources for what to cancel.

* Involving collection development staff and providing them with enough prepared
data to make an informed decision.

* Where applicable, proactively discussing a unified narrative which library staff can
use to inform constituents of cancellations.

RESOURCE CANCELLATION CHECKLIST

O Cancel resource with vendor (note: vendor may require advanced notice,
e.g., thirty days)

O Document cancellation notes in “Acquisitions” module of ILS and else-
where, as relevant

Move any physical papers to “Cancelled” filing section

oad

Perpetual access

o Edit holdings to reflect perpetual access (check all applicable)
o ERM
o Link Resolver
o MARC Record
o Database List
o Research Guides
o QOther

O No perpetual access

o Remove holdings from patron view (check all applicable)
o ERM
o Link Resolver
o MARC Record
o Database List
o Research Guides
o Other
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New Resource Checklist and Resource Trial Checklist

It can feel as though there are 20,000 to-do list items when setting up a new subscription.
Outside of crossing oft the innumerable to-dos, be sure to document any details or feed-
back that went into the decision to subscribe or purchase. This can be done in conjunction
with collection development staff, and granularity of documentation can vary as needed.
Large or costly subscriptions should be documented, as well as any resources trialed.

Resource trials can provide valuable feedback to both library staft and patrons when
either is on the fence about fully committing to a new subscription or purchase. Some-
times in the blur of everyday work, the data generated from trials, whether usage statistics
or feedback from patrons, can get pushed to the side without being captured. Best prac-
tice is to document trial feedback, whether positive or negative, for the historical record.
Faculty or curriculum needs do fluctuate, and you may receive a request to trial a resource
in 2020 which your institution trialed previously in 2018.

Negotiating Renewal Rates and Creating a Narrative

Unless they are priced at a flat rate, most resource renewal rates are negotiable. While there
is no right way to negotiate renewal rates, creating a narrative around relevant criteria is

NEW RESOURCE CHECKLIST

Request price quote from vendor

Request license from vendor

Verify that the resource aligns with library’s collection development poli-
cies or standards

Negotiate license and/or price

Document purchase decision, including library and non-library advocates
and any other pertinent details

O OO 0O00

Catalog resource in appropriate systems
o ERM
o Link Resolver
MARC Record
Database List
Research Guides
o QOther

O Set up resource authentication

(e}

o

(e}

O Register at vendor administrative and/or usage site (check all applicable)

(e}

Enter IP ranges

o

Enter branding

Set up SUSHI

o Address other settings
o Other

O Add resource to renewal calendar or other relevant workflows

(e}

O Document vendor contacts for licensing, technical support, billing, and
usernames/passwords for vendor sites
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RESOURCE TRIAL CHECKLIST

O Contact collection development staff to determine desired dates for trial
O Contact vendor for trial information
O Set up authentication for trial (such as EZproxy)
O Once trial is activated, provide access to trial information to patrons
o E-mail
o Library website
o Research guides
o Other
O Once trial ends
o Remove access from patrons
o Provide collection development staft with usage statistics
0O Document trial for historical record, including outcomes, feedback, usage
statistics, and price quote

often helpful for convincing vendors to maintain or decrease renewal rates. Relevant criteria
can include: how much monetary business you carry with the vendor, the history of your
renewal rates, comparative renewal rates in the discipline of the resource in question, and
any updates to the content, coverage, or technology of the resource. This takes the negotia-
tion pressure off of you personally and holds the vendor accountable for its renewal increase
by justifying it on concrete criteria. As always, when you are engaged in dialogue with your
vendor, remember to remain respectful and timely in your responses. Create alerts for your-
self that allow you to follow up on the process and see it through to completion.

Beyond a justification narrative, being open and honest about your budget situation
can be beneficial when negotiating with vendors. If you are experiencing a flat, slow-grow-
ing, or decreasing budget, let the vendors know. They may be willing to waive, postpone,
or reduce the increase until conditions improve. Do use some caution when providing
budgetary details to a vendor, however. In general, percentages are safe and provide
enough context for the conversation. Use statements such as, “This resource represents X
percent of our spending on STEM databases” or “This resource represents X percent of
our overall e-resource budget.” You might also make broad, informative statements, such
as “We have had a flat collections budget for the past four years.”

Whether or not you anticipate new money to be spent with a particular vendor in
the future, it is beneficial to maintain an open dialogue with all of your vendors about
the state of affairs at your library. Even if you think that you are just one more customer
informing them that your budget has been reduced, your vendors need to hear so; it in-
forms their business practices, and any feedback libraries can provide has the potential to
positively affect the future market in our favor.

Key Points

60

* Acquisitions order types can be very fluid. Be sure to know exactly what you are
ordering ahead of time, and ask vendors up front if you are unsure.
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* Investigate new access models as you come across them. Although they may not be
relevant to your library’s needs now, it is important to educate yourself on trends
in the market. Don’t be afraid to approach vendors to discuss an access model that
they do not currently advertise.

* Budgeting can be made easier by creating a renewal calendar that captures the ma-
jor categories where you spend your collections dollars. Once you have identified
the difterent slices of your overall budget, create a workflow which will prompt you
to walk through the renewal process with enough time to navigate any issues that
may come up.

* Remain in open communication about your budget with your library’s leadership,
including whether you will be short of money or have savings at the end of the year.

* Remain in open communication with your vendors about your library’s budget.
Negotiation of fees and other compromises may be possible.
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CHAPTER 5

The Help Desk

D> Soliciting help tickets from patrons and library staff
D> Diagnosing and recreating access issues
D> Triaging access issues

D> Preventing access issues with subscription maintenance and access checks

of tech-

nologies to supply access to their electronic resources. A patron, by simply finding

and downloading a single e-book from a library’s website, will utilize multiple

programs and software applications, each of which forms an indispensable link in the

access chain. When these technologies function as they should, this access process is all

but invisible to the patron. However, if even one link in the chain is broken, the patron

will be confronted with error messages, misdirects, and paywalls, all denying access to the
desired resource.

While regular resource maintenance, such as the access checks we describe later in
this chapter, can help prevent or mitigate access issues, electronic resources, like all com-
puter-based technologies, cannot function perfectly 100 percent of the time. Patrons can
and will encounter access issues, and it often falls to the e-resources librarian to figure
out why. Troubleshooting, therefore, is an essential skill to develop. In this chapter, we
will discuss the various methods for cultivating this skill—from soliciting help tickets to
recreating, diagnosing, and resolving access problems. Troubleshooting does not need to
be an intimidating prospect. With a bit of knowledge and practice, everyone can run their
own mini e-resources help desk.
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Soliciting Help Tickets

The first step to resolving an access issue is to realize an access issue exists. Many times,

the number of e-resources within a library’s collection is too vast to constantly monitor

for access interruptions. Instead, the e-resources librarian must rely on others to uncover

and report problems. By actively soliciting help tickets, the e-resources librarian can har-

ness the power of the crowd to discover where access issues exist, how long they persist,
and who is being affected by them.

Reporting Methods

64

Several methods are available for soliciting help tickets. Your library will likely already
have an established method (or methods), which you will need to work within. Most
common reporting methods include:

Dedicated library help ticket system
Subset of an institution’s help ticket system
Online help form

E-mail

Chat

Phone call

Within the first few months on the job, you will want to get trained on any ticket systems

that you are unfamiliar with. You will also want to discuss with relevant parties (e.g., the

IT department, reference department, etc.) how best to utilize these reporting methods,

both in terms of visibility and obtaining the information necessary for troubleshooting.

CHAPTER 5

SPRINGSHARE’'S LIBANSWERS AS A HELP TICKET SYSTEM

“At Webster University Library, we use Springshare’s LibAnswers for our eRe-
sources ticketing system. The eResources team was able to make the platform work
for our needs by adding an extra queue to ensure we would be separate from the
Research (Reference) Department. This allowed the eResources team to have our
own question form, e-mail templates, and notifications. Customizations for our
needs were very easy within LibAnswers and had a similar setup as LibGuides,
which we use as well. We were able to set up the ticketing form where patrons
log their access issues to include very specific questions, drop-down menus, and
required responses. All of these options help the team to expedite troubleshooting.
We also set up e-mail templates, which save responses to commonly asked ques-
tions so we aren't constantly typing in the same answers. The notifications are by
far the most useful for us. Having a direct e-mail from the platform to alert us
when a new ticket comes in and being able to respond directly from our e-mail
makes this setup very convenient and easy to use.”

—Heidi Vix, Electronic Resources Librarian, Webster University
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The 4W1H

In school, you likely learned about the 5 Ws and 1 H (SW1H) of writing: who, what,
where, when, why, and how. By answering each of these questions, a person can effectively
paint a picture of an event, whether that be in a fictional story, newspaper article, or police
report. Similarly, troubleshooting relies upon the 4W1H—who, what, where, when, and
how—in order to paint a picture of an access issue and answer the last of the 5 Ws: why. It
is only by uncovering the why—why was this person unable to access this resource?—that
the issue can be resolved.

When soliciting help tickets, you will want to gather as much of the 4W1Hs as
possible. This can be accomplished through prompts in your ticket system or questions
on a form. It can also be extracted through natural, back-and-forth conversation over
e-mail, chat, or the phone. Regardless of the method, you ultimately want to get the
following:

WHO reported the issue? Be sure to get the submitter’s name, library status (current
cardholder, visitor, graduate student, etc.), and contact information. Not only do you need
this information to respond with a solution or explanation, but it can also provide vital
clues for troubleshooting.

WHAT is the issue? Get a detailed explanation of what problem occurred. If they
encountered an error message, what did it say? If possible, have them submit a screenshot
of the problem. After all, a picture is worth a thousand words.

WHERE did the issue occur? Find out where the submitters were located, both
physically and electronically, when the issue occurred. Were they at home? On a library
computer? On their phone at the airport? Pay particular attention to what kind of device,
browser, and Internet connection they were using, as these can all affect access.

WHEN did the issue occur? Find out the timeframe for the issue. When did it
occur? Is this the first incident or a recurring problem? The timing of the issue can some-
times offer an explanation (e.g., it occurred during scheduled server downtime) or give
you a handle on how persistent it is.

HOW was the issue encountered? Ask the submitters to retrace their steps. How
did they get to the access issue? Where did they start from? What links did they click on?
What prompts did they encounter? The more you can visualize their journey, the easier
it is to recreate the problem.

Reporting Groups

Help ticket submitters can be separated into two broad groups: internal reporters and
external reporters. How much of the 4W1Hs you collect from the initial help ticket is
largely dependent on the reporting group submitting it.

Internal Reporters

Internal reporters are those who work within the library and, as part of their daily
work duties, stumble across issues with access. Common internal reporters include
frontline staff, such as reference or access services librarians, and resource sharing staff,
such as interlibrary loan librarians. Since these reporters work within the library, they
are much more familiar with the mechanisms that provide access than the average
patron and have both the time and incentive to provide detailed reports regarding
what went wrong.
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HELP TICKET SUBMISSION CHECKLIST

[0 Resource name/citation information

O Resource permalink (not from browser address bar)

O Where did you encounter the issue (A-Z list, catalog, discovery layer, or
research guide)?

[ Patron contact info

O Describe the issue

O Screenshot

O Urgency

We recommend you reach out to these departments and set up some guidelines to-
gether for how to best submit help tickets. For instance, you can provide a checklist of
pertinent items to include, such as the 4W1Hs, links to records, or screenshots of errors.
If they are reporting the issue on behalf of a patron, you will also want to be sure they
include that patron’s contact information so you can provide the necessary follow-up. We
have included a sample checklist here.

External Reporters

External reporters are those who do not work within the library. Most often they are
the library’s patrons—students, faculty, city residents, walk-in users, and so on—but
they may also include other entities, such as external stakeholders (e.g., the president of
a university), outside institutional departments (e.g., the campus-wide IT department),
or vendors. External reporters will only have a cursory knowledge of the library’s access
mechanisms and therefore will be much more limited in how they report problems.
While you should still endeavor to glean as much information from these reporters as
possible, the initial help ticket submission process should be kept concise in order to
encourage reporting.

Recreating and Diagnosing Problems

Once an access issue has been reported, the next step in the troubleshooting process is to
recreate and diagnose the problem. Recreating the problem is an essential first step for
diagnosis because it helps determine if the issue is specific to the reporter—for instance,
a problem with the patron’s device or account—or if it is affecting others. Recreating
the problem also allows you to travel down the chain of access to see for yourself exactly
where the disruption occurred.

The Access Chain

66

When discovering an electronic resource, patrons must travel through a chain of intercon-
nected technologies to achieve access, whether it is to view, download, print, or otherwise
interact with the resource. In Chapter 2, we talked extensively about what these various
technologies are and how they work. Effective troubleshooting takes this technological
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TOOLS FOR RECREATING ACCESS ISSUES

Website Availability Checkers

Site availability checkers allow you to see if a website is down (unavailable) for ev-
eryone or just you. If it is only down for you, it may have to do with your Internet
connectivity or filters put in place at your institution. To use a website availability
checker, type the URL of the desired website without any proxy prefix into the

search bar on the checker’s home page:

http://downforeveryoneorjustme.com/

http://www.isitdownrightnow.com/

Checking Off-Campus Access

Many times you will be located on-campus (i.e., within authorized IP ranges)
when trying to troubleshoot access issues for patrons off-campus. Here are some
ways to mask your IP address to mimic being off-campus.

Static IP address: Some institutions can set up your work computer with a static
IP address that has been configured in your library’s proxy to always prompt for
authentication. This allows your computer to act as if it is off-campus. However,
fewer and fewer IT departments permit this; you will likely need to use other
methods to mimic being off-campus.

Smartphone data: A quick and easy way to mimic being off-campus is to use your
smartphone data to access an e-resource. Be sure to turn off your Wi-Fi so that it
does not connect to the campus Wi-Fi network. While using a smartphone may
not be efficient for doing intensive troubleshooting, it will allow you to quickly
check if off-campus access is being disrupted.

Tethering: Similar to using your smartphone, you can connect (tether) your com-
puter or laptop to your smartphone in order to use its data. But remember that you
are using your personal smartphone data, so be cautious if you have data limits on
your cellular plan.

VPN service: Some institutions may allow you to set up a third-party VPN ser-
vice on your work computer or laptop. The VPN service will mask your IP address,
allowing you to appear off-campus. Some free services include Tunnelbear, Wind-
scribe, and HotSpot Shield. Often, the free services will have limits on the amount
of data you can access per month, so be sure to read the fine print.

knowledge one step further by understanding how these technologies function as part of
an access chain, and, more importantly, what it looks like when they break.

A library’s access chain will vary based on which technologies it has chosen to em-
ploy. For instance, one library may encourage its patrons to use a VPN for authentication,
which the patron would ideally do at the start of the discovery process. Another library,
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however, may rely solely on a proxy, which the patron encounters once an item has been
selected from within a discovery tool. Katherine Hart and Tammy Sugarman mapped out
one such access chain while analyzing Georgia State University Library’s various points
of access failure (Hart and Sugarman, 2016).

As illustrated in Figure 5.1, there are roughly twenty-two pieces within Hart and
Sugarman’s chart that show how the patron moves from a device to the library’s discov-
ery system to his or her desired article. As the e-resources librarian, you should aim for
a similar depth of understanding of your library’s access chain; however, for the purposes
of this chapter we have boiled down the access chain into seven general stepping-stones,
as shown in Figure 5.2.

In this access chain, the patron begins by selecting a device to use while searching for
resources. Next, he or she will open up a browser, navigate to one of the library’s discovery
tools, such as a discovery layer or catalog, and begin to search. The patron then locates an
item of interest, which is represented in the discovery system by a record (often referred
to as an item record or resource record). Once the patron clicks an access link from within
the record, the link resolver uses the metadata from the item record to create the URL
that leads the patron to the actual item. However, before arriving at the item, the patron
is vetted for affiliation with the library through an authentication method, such as SSO,
proxy, or IP recognition. Upon successful authentication, the patron will be taken to the
item on the vendor’s website. The patron has now achieved access to the item and can
view, print, download, or otherwise interact with it.

Certain symptoms and access issues can be associated with each of these seven steps
in the access chain. By recognizing the symptoms, you can identify where in the chain
the breakdown occurred and begin to diagnose and resolve the issue. Next, we will delve
into the various symptoms and issues associated with each link in the access chain and
talk about ways that these issues can be resolved.

Reproducible versus Unreproducible Problems

68

As we already discussed, to diagnose an access issue, you must first determine where in the
access chain the problem occurred. Often, the best way to determine this is to travel down
the access chain yourself, recreating the steps taken by the patron until you encounter the
breakdown. But what happens if, despite retracing the patron’s steps, you never encounter
the problem? This, too, can give us hints as to where the breakdown is occurring.

In general, reproducible problems indicate the breakdown occurred within the li-
brary-controlled or vendor-controlled part of the access chain, such as:

* 'The discovery system

* The item record (i.e., the metadata)
* 'The link resolver

* The resource itself

Unreproducible problems, on the other hand, typically indicate an issue with the pa-
tron-controlled part of the access chain, such as:

* The patron’s device, including network settings and Internet connectivity
* 'The patron’s browser

'The wildcard here is authentication, whose problems can sometimes and sometimes not
be reproduced.
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Figure 5.1. Georgia State University Library’s possible points of access failure
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Figure 5.2. Example of a library access chain with seven distinct steps
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Symptoms and Diagnoses

There are several symptoms which accompany breakdowns at certain points in the access
chain. Identifying these symptoms in relation to where they were encountered within the
access chain will help lead to diagnosing and fixing the issue.

Device and Network Connectivity

Browser

Device and network connectivity issues are perhaps the most difficult to diagnose and
resolve, simply because they are entirely dependent upon the patron. These issues usually
occur because the patron’s device is incompatible with the resource (e.g., old operating
system, low memory or processing speed, missing computer programs, etc.) or because
the patron’s network or Internet connection is faulty or incompatible. Symptoms of de-
vice or network connection issues usually include things such as:

* Web page, discovery system, or resource taking a long time to load
* Slow or failed downloads

* Time-out errors

* Being unable to open a downloaded resource on the device

Because the problem originates with the patron’s personal device and network, the
breakdown is often not reproducible and may present itself at multiple points within the
access chain. Diagnosis of these issues, therefore, is generally the result of ruling out other
possible causes and knowing which resources require additional software to be loaded on
the patron’s device.

Similar to device and network connection issues, problems arising from a patron’s browser
can sometimes be difficult to reproduce and, therefore, diagnose. These issues usually
occur when the browser is incompatible with a resource or when the browser settings or
cache/cookies are interfering with the resource. The patron may experience things such as:

* Web page, discovery system, or resource takes a long time to load
* Parts of web page, discovery system, or resource do not load or result in an error
* Nothing happens when the patron clicks on a link or resource

Quick fixes for browser issues include having the patron switch to another browser,
having the patrons clear their cache and cookies, or having the patron enable or disable
plug-ins, such as pop-up blockers or JavaScript. We recommend keeping a document of
instructions on how to do each of these things for the most common browsers—Internet
Explorer, Mozilla Firefox, Apple Safari, and Google Chrome. This way, you can easily
copy and paste the instructions into an e-mail or chat box without having to constantly
retype them.

Discovery System

Access issues related to a library’s discovery system are generally the result of a breakdown
in the e-resource activation, maintenance, and cancellation workflow. As such, they are
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easily reproducible by others. For instance, let’s say a newly acquired resource was not ac-
tivated within the library’s discovery layer or holdings management system. That resource
would not appear in the discovery layer for anyone—patron or librarian—regardless of
where the people were located or what device they were using. For issues stemming from
the discovery system, the patron may experience things such as:

* Resource does not appear in discovery tools, like the catalog, A—Z list, or discovery
layer

* Resource appears in discovery tools when it should not

* Incorrect coverage dates are listed in discovery tools

* Incorrect vendor associated with a resource

Luckily, these issues are usually within the e-resources librarian’s power to correct. Many
times, the librarian simply needs to add, remove, or update the holdings information asso-
ciated with the resource. Other times, the librarian may need to work with the discovery
system vendor in order to correct the issue.

I[tem Record

When we talk about access issues surrounding item records, we are largely speaking about
problems with the metadata which comprise those records. Correct, robust metadata
means the item records will function as they should, making the item they represent easily
findable and accessible. Incorrect or poor metadata, however, has the potential of break-
ing the access chain. As we talked about in Chapter 2, the metadata used for e-resources
within the discovery system largely comes from the e-resource’s content provider, such as
a publisher or aggregator. Since there is no set standard to which these content providers
must adhere, the metadata put into the discovery system can vary widely from resource
to resource. When the metadata is incorrect, the patron may experience things such as:

* Missing or incorrect information appearing in the item record, such as title, author,
journal, volume number, issue number, cover image, etc.
* Being directed to the wrong platform or resource through the link resolver

Fixing these issues means correcting the metadata. If the metadata is within the librarian’s
control—for instance, if it is in a MARC record—the librarian needs only to make the
appropriate changes within the cataloging module of the ILS. However, many times the
e-resources librarian will need to reach out to the discovery system vendor or content
provider directly in order to resolve the issue.

Link Resolver

The link resolver takes the metadata contained within an item record and plugs it into a
formula that constructs a URL leading to the appropriate e-resource. When link resolvers
break, it is usually due to incorrect metadata, which we covered above, or to an incorrect
or malfunctioning linking formula. Symptoms of a broken link resolver include:

* Being directed to the wrong resource/item

* Being redirected to a generic web page
* Error messages, such as “Item not found” or 404 errors
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Authentication

If the link resolver is broken because of a faulty linking formula, the formula will need to
be updated. Likely, this will need to be addressed within the library’s discovery system,
either by the e-resources librarian or by the discovery system vendor.

Authentication is one of the most critical steps in e-resource access. With the other steps
in the access chain, there are often ways to circumnavigate the problem and achieve ac-
cess while the issue gets resolved; however, without successful authentication, the patron
cannot access the e-resource regardless of which path he or she tries. Furthermore, aside
from patron record issues (for instance, an expired account), authentication issues tend to
be widespread, affecting many, if not all, library users. When encountering authentication
issues, the patron may experience things such as:

* Log-in error messages

* Access denied messages
A denied g

* Hitting a “paywall”

* Hitting a “paywall” after successfully authenticating

* Being prompted to log in to the vendor website or resource instead of the librar

g promp g y

authentication system

Authentication errors can be caused by many things and are often specific to the type
of method being used. For instance, an EZproxy error message (see Figure 5.3) usually
indicates that the resource being accessed has not been added to the EZproxy config-
uration file, while a prompt to log in to the vendor website may be due to the removal
of or change in the institution’s IP ranges. However, don’t be intimidated if you do not
readily know the cause of these errors. You can work with your library’s or institution’s I'T
department to resolve these issues.

Electronic Resource

72

Finally, the patron may experience issues with the vendor platform or electronic resource
itself. The patron may experience things such as:

* Error messages

Oaops! It looks Like you have attempted to view a page that has sot been configured for accesa

If you are a library patroa...

Please contset vour lsbrary and provide the pame of the resounte vou were trvimg 1o acoeis and the Howm line below so the libeary can woek with vou 1o correct this emmor

Host google com

If you xre an EXproxy administrator..

To allow hitp.'google com fo be used mn a starting poant URL, you need 1o exther

1, Add the Host line above to the existng daiabase stanra for this resource
1. Create a new database stanza for this resource and mclude the Host line above withm that stanza

Please do not add this Hest line by steelfl 1o the config tu file because this could cause problema in vour configuration or when roubleshootzng access 10 resources m the fubsre

For mare mfermatson see Staming Pemt URLs & config 1m1.
For detadls about how 1o update this page, sez Defaglt Web Pages

Figure 5.3.

CHAPTER

EZproxy error message from Lasell College, Brennan Library

5

printed on 2/9/2023 5:10 PMvia . Al use subject to https://ww.ebsco.coniterns-of-use



EBSCChost -

* Access denied messages
g
* Incorrect, missing, or corrupted files
g p
* Being redirected to a generic web page
* Hitting a “paywall”
* Hitting a “paywall” after successfully authenticating

Many times these issues are caused by a change made by the vendor. For instance, the
vendor may block an account or IP address if it suspects the user is violating the terms of
the license (e.g., by using a script to crawl and download articles from the website). Sim-
ilarly, the vendor may cut access to the library due to a misunderstanding about renewal
dates or payment. Of course, no platform is immune to technical errors, and you may
periodically experience things such as unexpected downtime, corrupt files, or playback
issues. However, regardless of the issue, you will need to work closely with the vendor in
order to find a resolution.

Following Up

For patrons awaiting a solution to an access issue, you will want to follow up with the
ticket right away. Ideally, if you are able to access the full-text content (for instance, if it
is in the form of a PDF), you should send it to the patron as soon as possible. To ensure
the patron is indeed affiliated with the library, you may want to send the content to the
patron’s official (e.g., school-authorized) e-mail. Once the issue is diagnosed and resolved,
you may wish to follow up again, depending on the circumstances.

TROUBLESHOOTING AS ON-THE-JOB TRAINING

To the novice oriented around a career working in electronic resources man-
agement (ERM), troubleshooting access problems may seem the least likely of
learning tools; and to one charged with hiring e-resource personnel, the value of
troubleshooting in training may not be obvious. However, it is from doing trou-
bleshooting that one incrementally acquires knowledge of the different kinds of
e-resource collections in an institution’s holdings, and the terms under which they
are acquired (e.g., leased, owned, or individual annual subscription). You learn from
detective work done in account management on vendor platforms and in acqui-
sitions modules of integrated library systems, which are needed to troubleshoot
problems as access problems are often subscription related. Correspondingly, you
build valuable knowledge and skill in the use of the systems (e.g., OpenURL Link
Resolvers, proxy server software, etc.) that enable online access, as access problems
are often technology related. Therefore, when beginning or hiring for a new job in
ERM, it is a sound practice towards learning or teaching collections and systems
to immerse oneself or a new hire directly into troubleshooting.

—Christopher Morgan, E-resources and Acquisitions Support Specialist,
University of Illinois Library
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While following up on a ticket is especially important if the reporter is anxiously
awaiting a solution to an access issue, follow-up is still important for non-urgent,
routine tickets so that the reporter knows the issue has not been forgotten. When
tollowing up, you will want to:

* Restate the problem (if necessary for context)
* Explain why the problem occurred, if known
* Give the resolution or explain what is being done to resolve the problem

'The explanations you give do not have to be overly technical; however, this follow-up is
a good opportunity to give the reporter some insight into how the library’s systems work
and to see if he or she needs any additional help or support.

Access Triage

Not all access issues are urgent; however, chances are good that you will encounter a major
access issue during your tenure as an e-resources librarian. When major or widespread
access issues occur, it is important to have a plan of action in place, so that information
and updates can be disseminated as quickly as possible to patrons, library coworkers, and
other stakeholders. We recommend a combination of the following:

* Announcement to library coworkers via e-mail (such as through an all-staff e-mail
list)

* Notices posted on the library website

* Notices posted to the discovery layer or A-Z lists

* Depending on the resource and severity of the issue, an announcement posted to
the library social media accounts

'The announcement should explain what access issue is occurring, including what errors
patrons may be encountering, as well as an assurance that you (or, in general, the library)
are currently working to resolve it. It may be helpful to also compose a set response to
anyone who may report the issue via the help ticket system, which can then be copied
and pasted as needed. As you work to resolve the issue with the vendor, IT department,
and other relevant personnel, be sure to keep the channels of communication open to
your library leadership and frontline staft. Let them know of any helpful updates and
assure them that the issue is being taken seriously. Once the issue is resolved, make an
announcement via the same channels and remove any notice banners you have placed on
the website, A—Z lists, and discovery layer. And, of course, ask staff to continue reporting
any further issues they encounter.

Preventing Access Issues

74

With the appropriate reporting systems in place, patrons and library staft will hopefully
alert you of any access issues in a timely manner. However, best practice is to periodically
check your holdings from A to Z to proactively identify any issues. This process is often
referred to as performing access checks or subscription maintenance. In this section, we
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will discuss conducting routine maintenance for both e-resources with current access and

any e-resources for which you have perpetual access.

Performing Access Checks

There are different strategies for conducting access checks, but in general, you will:

Get the title list(s)

Check access

Contact the vendor about missing access
Ensure that missing access is turned back on
Periodically repeat the entire process

Access checks should only be conducted for individual titles, not those part of an ag-
gregator database. To conduct access checks for aggregator database titles would be a

massive, and ultimately futile, undertaking since missing content issues are generally
addressed by the community of subscribed libraries as they arise. Instead, it is better
to focus on individually subscribed or purchased titles, and those managed through a

subscription agent.

There are three main factors to consider when conducting access checks for your

subscriptions. See our Subscription Maintenance Checklist for the expanded version of
these factors.

printed on 2/9/2023 5:10 PMvia .

Do we have access to the content for which we are paying/have paid?

Do we have access to the content at the correct website?

Is access completely set up within the vendor’s and library’s systems? This includes
registering the library’s IP addresses with the vendor, ensuring access is available
through the appropriate authentication methods (e.g., EZproxy), and checking

that the resources are discoverable to patrons.

PROTIP: TITLE CHANGES

Title changes are common with serials content, and there are various ways to deal
with them, according to AACR2, RDA, and your local cataloging policies. Don't
be tempted to take shortcuts when dealing with title changes by simply editing the

coverage dates on the most recent title of a journal. Track/represent/catalog each
individual journal and its coverage dates within your link resolver, ERM, MARC

records, or elsewhere. Although e-journal access on a single web page is likely to

encompass all title changes, there are some vendors who use multiple web pages

for the various titles. How exactly a vendor’s website architecture accounts for

titles changes is not always obvious, and there may be unforeseen metadata issues

when title changes are not properly cataloged. Each individual journal needs to be

accounted for to ensure that OpenURL links work, interlibrary loan requests are

able to be filled, and OCLC holdings are updated successfully.
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PRO TIP: PUBLISHER TRANSFERS

Publisher transfers are common with serials; publishers sometimes refer to the
titles in question as takeover titles. Generally, there are two different scenarios that
happen to a journal’s content when a journal’s publisher transfers. One, the content
could be entirely moved to the new publisher’s website. Or two, the content could
straddle both the old and new publishers’ websites. As we mentioned in the Pro
Tip for title changes, it is very important to track/represent/catalog each publisher
for the journal in question.

Some publishers are better than others about notifying their customers of
impending publisher transfers. Your subscription agent should include notifica-
tions of publisher transfers in your annual renewal. Projected dates for publisher
transfers can vary and often drag out into several months, meaning that the journal
content in question may be only accessible at its previous publisher’s site until the
transition to the new publisher’s site has been completed. The best way to handle
this extended wait period is to create alerts for yourself on a title-by-title basis and
to follow up on the title’s cataloging until the transition has been completed.

So how do you begin checking that online access is correct for the library’s resources?
First, you will need to retrieve title lists from your vendors, if you do not already have
this information elsewhere. Many times, title lists are available within your sub-agent’s
or vendor’s administration portal. Access title lists are generally applicable to e-book or
e-journal packages and subscriptions. A title list should include:

* Coverage dates of the subscription

* Title information such as ISSNs or ISBNs

* All title changes to journal content. Be careful about taking title lists from vendors
at face value. Some vendors only list the current title for a journal with coverage
dates going back to volume one, despite the journal having different titles in the
past. You may need to consult OCLC journal records to determine what years of
access to assign to what title.

* Perpetual access, where applicable. Most vendors do not explicitly label perpetual
access on title lists; however, they may list out your current subscription coverage
dates on one line in the title list, as well as an individual line for each year that
you subscribed, denoting perpetual access. In the example title list in Figure 5.4,
the library has a current subscription to the Journal of Education and has perpetual
access to the years 2015-2017.

Obtaining a title list of your perpetual access titles from vendors may not be easy, and
what the vendors provide varies greatly. One vendor may give you a title list with no dates,
while another may give you a list with just the journal’s most recent title, leaving it up to
you to backtrack years of access for different titles if changes have occurred. Acquisitions
data from your ILS, actual invoices, or even subscription agent data may be able to fill
in the gaps of what titles you paid for and for what years. If you discover that you are
indeed missing access, contact the vendor with the appropriate information, such as rel-
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!ABC Vendor Title List Report

| 11/27/2017

Title Year

Journal of ABC Education 1997-present
@Jnurnal of ABC Education Jan. 1- Dec. 31 2015
Journal of ABC Education Jan. 1- Dec. 31 2016
?Journal of ABC Education Jan. 1- Dec. 31 2017

Figure 5.4. Sampile list showing current subscription and perpetual access

evant invoices or license agreements, as necessary. Be sure to also follow up periodically.
Sometimes it takes several e-mails to the vendor before the missing access is restored.

We recommend you work through all of your access lists at regular intervals, as time
and personnel resources allow. Remember to use your energy wisely. If you are low on
time or personnel, try spot-checking around 20 percent of the titles on a given list to see
if there are any issues, and then follow up with title-by-title checks as necessary. Alterna-
tively, you could focus on your top vendors, who represent the majority of your electronic
content.

Certainly, when you begin a new position, it may be beneficial for you to run through
your holdings. While this will take a great amount of time, it is invaluable for acclimating
yourself to what resources are available and from what vendors. Otherwise, the timeframe
at which you recheck a list is up to you. Depending on the resource type, the frequency
at which you check your online access may vary greatly. For instance, online e-journal
packages often need to be checked less frequently than individual subscriptions managed
via a sub-agent. Sub-agent lists, however, should be checked annually to ensure mistakes
were not made regarding new and cancelled subscriptions.

For static journal packages (packages whose contents do not update), you will likely
need to do fewer and less frequent access checks. Often, glancing over the total number
of titles in the title list in comparison to the number of the package titles available in your
holdings management system will be sufficient. However, if your holdings only reflect a
fraction of the title list, you will need to investigate further.

PRO TIP: TRIGGERING IP BLOCKS WITH ACCESS CHECKS

As you are physically clicking through each e-resource, which may, for example,
require opening individual PDFs, you may trigger an IP address block with the
vendor. This is just something to be aware of, and it can be addressed by phoning
vendors (quickest resolution method) to alert them to the issue. You may ask them
if they know what initiates a trigger, so that you can try to mitigate the issue in the
future. Additionally, they may offer to exclude your IP address from being blocked

given your role as a librarian.
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Perpetual Access Archives

Preservation initiatives exist to ensure indefinite archival access to electronic content
in the event that the content is no longer available on a vendor website. Each initiative
operates in different ways with varying levels of archival storage and definitions of when
participants can access the archived content. They also require varying levels of financial
and technical involvement from participating libraries. Some examples include LOCKSS,
CLOCKSS, and Portico. The Keeper’s Registry is an online index for the archiving activ-
ities of e-journals. Within the registry, you can search by an individual journal title to see
which preservation initiative has archived which years of journal content (EDINA, 2017).
If your library is not currently a member of a preservation initiative, discuss the possibility
with library leadership and collection development staff. They can help weigh the benefits
of access against the potential financial cost or technical commitment.

SUBSCRIPTION MAINTENANCE CHECKLIST

O Is the resource cataloged in appropriate systems?
o ERM

o Link Resolver

o MARC Record

o Database List

o Research Guides

o Other

Where are we paying to access the resource? Is this the link we’ve cataloged?
Do we have access to the site?

Wohat are the coverage dates for the resource?
Do we have access to those dates?

Is the resource included in the EZproxy config?

Have we registered all necessary items at the resource’s admin portal?

OoooOoooad

Check links in appropriate systems to ensure access.
o ERM

o Link Resolver

o MARC Record

o Database List

o Research Guides

o Other

O For perpetual access: edit coverage dates in appropriate systems to reflect
perpetual access. Add notes in appropriate systems.
o ERM

o Link Resolver

o MARC Record

o Database List

o Research Guides

o Acquisitions ILS Module

o Other
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Key Points

* Soliciting help tickets is important for finding and fixing access issues.

* Use the 4W1H (who, what, where, when, and how) to get relevant information for
recreating and diagnosing access issues.

* Breakdowns in different parts in the access chain will result in particular symp-
toms, which can be useful for diagnosing an access issue.

* Be sure to follow up with the help ticket submitter, even if the access issue is not
urgent. It is a good opportunity to educate and follow up on additional questions
or needs.

* For widespread access issues, keep people informed by posting an announcement
to relevant outlets, including in an e-mail, to an announcement board, or on the
library website.

* Schedule regular access checks for your resources; different vendors and resources
will need different maintenance schedules. Beyond these scheduled checks, pay
attention to the help tickets you receive that report lost access to certain resources.
After an investigation, you may discover more issues than initially realized.
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CHAPTER 6

Licensing

IN THIS CHAPTER

D> Defining a license

D> Describing the parts of a license
D> Evaluating a license

D> Creating a licensing checklist

D> Negotiating a license

of electronic re-
source work. Unlike physical items, which adhere to the first sale doctrine, libraries
generally do not have free rein over an e-resource once money changes hands.
Instead, e-resource use is typically governed by a license or written use agreement, which
outlines who can use the resource, where, and for how long, as well as what can or cannot
be done with it. As an e-resources librarian, you will need to be aware of the contents
of your licenses to be able to interpret them to others, including patrons, staff members,
and library management. You may also be called upon to negotiate new licenses or help
make policy decisions regarding e-resource acquisition, access, and use. Therefore, it is
very important to have a firm grasp on licensing basics.
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FIRST SALE DOCTRINE (17 U.S.C. § 109)

The “first sale” doctrine states that an individual (or institution) has the right to
“sell, display, or otherwise dispose of” a copy of a work which he or she has legally
obtained, according to the United States Department of Justice from 1997. Based
on this doctrine, libraries are able to circulate physical materials, such as books,
magazines, and movies, to their patrons without running afoul of copyright law.
However, the first sale doctrine typically does not apply to electronic materials,
such as e-books or music-based MP3s. This is because even if an owner has legally
purchased a PDF article, any further distribution of the article would involve
sending a copy of the legally purchased copy, and the “first sale” doctrine does
not protect “unauthorized reproductions of copyrighted materials” (United States
Department of Justice, 1997). To avoid this legal quagmire, most libraries choose
to license their electronic materials from the publisher or vendor.

DISCLAIMER

As I am sure you are aware, neither of us, the authors, are lawyers. The explanations
and discussions contained within this chapter are meant for your general informa-
tion and should not be taken as legal advice. We highly suggest you consult with a
certified lawyer if you need help regarding your licenses, legal contracts, or disputes.

You may be able to find further support with various offices on your campus,
such as your institution’s office of general counsel, which may be able to assist with
legal issues such as indemnification, warranties, and intellectual property. Your
campus procurement office may have experience with contracts and negotiation
as well.

What Is a License?

82

A license is a binding legal contract between two or more parties in which one party
is granted the right to use something or perform some sort of activity. In the context
of electronic resource management, licenses are used to grant a library and its patrons
the right to access copyrighted works (e-books, e-journals, online videos, etc.) and
perform certain activities with them, such as printing, downloading, loaning, and
more. In addition, a license outlines the roles and responsibilities of each party and
describes what constitutes a breach of contract and what remedies are available should
a disagreement arise.

It is important to note that a license supersedes both copyright law and the fair
use doctrine. As Claire Dygert and Heather Barrett explain, “License agreements are
governed by contract law; the most important thing to know is that contract terms take
precedence over existing rights and exceptions provided by copyright law” (Dygert and
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Barrett, 2016: 334). This means any limitations put in place by the contract take prece-
dence over any use that may have otherwise been allowed under the fair use doctrine.

Parts of a License

Licenses can vary greatly from vendor to vendor but generally contain the following parts:

Definitions

Appearing at the beginning of the license, this section explicitly defines the terminology
used throughout the agreement. For instance, this section may define terms such as “com-
mercial use,” “educational purposes,” or “reasonable amount” to remove any ambiguity in
meaning which could lead to confusion or disagreements in the future.

Most importantly, this section defines who constitutes “Authorized Users,” or who is le-
gally permitted to access the licensed content. You will want to be sure all of your patrons are
represented in this definition. Depending on your library and its policies, this may include:

* Current library cardholders

* Current faculty and students

* Current library/institutional staft members

* Remote or online-only patrons

* Walk-in patrons

* Alumni

* Contractors with access to the library’s networks

Permitted Uses

This section states the exact uses to which the licensed content can be put. Again, what
permitted uses you want included in the license will vary depending on your library, its
goals, and its policies. The uses will also differ depending on the type of content you are
licensing. After all, patrons will use an article database much differently than a dataset or
online video archive. Common examples of permitted uses include:

* Printing, downloading, and displaying the content

* Digitally copying the content

* Loaning the content to other libraries (interlibrary loan)

* Sharing the content with professional colleagues unaffiliated with the library or
institution (scholarly sharing)

* Placing the content on electronic reserve

* Including the content in course packs

* Archiving the content

* Text mining, data mining, or otherwise analyzing the content

Restricted Uses

Licenses also contain a section which explicitly states the actions Authorized Users are
forbidden from performing. You should read this section closely, as there may be some
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items, such as interlibrary loan or electronic reserve, that you may want to negotiate into
the permitted uses section. Common restrictions include:

* Altering or adapting the content

* Selling, reselling, or otherwise making money from the content (commercial use)

* Displaying or distributing the content on an unsecured (i.e., openly accessible)
network

* Removing or obscuring copyright notices

* Using spider or crawler programs to mass-download the content

Responsibilities, Liabilities, and Remedies

'The majority of the license outlines the roles and responsibilities of each party and the
means for and limits on resolving a perceived breach of those responsibilities. Responsi-
bilities of the vendor typically concern providing accurate, timely, and consistent access to
the licensed resource (as the content is usually hosted on a vendor’s servers). In addition,
vendors may provide guarantees or warranty statements that they have the right to license
the content to others. On the licensee’s end, the library takes responsibility for things
like timely payment, advanced notice of cancellation, and reasonable efforts to inform
patrons of permissible and restricted content use. You want to be sure you have read and
understood each of the library’s responsibilities since your institution will be on the hook
if any of them are not met. And remember, a license is not a static, take-it-or-leave-it doc-
ument. Responsibilities that your library is unwilling or unable to take on—for instance, a
promise to not disclose pricing or terms—can potentially be modified or negotiated out.

If either party perceives a breach of contract, the license also outlines what remedies
are available. This section includes clauses about:

Limitation of liabilities: a cap on the amount of money payable for damages.

Indemnity: exemptions from legal responsibility for certain actions.

Time limits: for curing a breach of contract.

Methods for dispute resolution: using a mediator versus going to court.

Governing law: which state’s law the contract will be interpreted under and where
disputes will be resolved.

Government funds: public institutions or institutions which receive government
tunds, such as a public or university library, may be restricted in terms of which clauses
you can accept. For instance, under current state law, public university libraries in Texas
cannot agree to dispute resolution by mediation nor can they accept a governing law out-
side of Texas. You want to be certain the license reflects these requirements.

Term and Termination

84

Licenses, especially subscription licenses, should describe when the service term com-
mences and under what circumstances the service term shall end. The start date is gener-
ally straightforward, with a precise month, day, and year listed at either the beginning of
the contract or in an addendum at the end. The termination date, however, can be a bit
more complicated.

Licenses spell out several ways service can be terminated. The simplest is with the
cancellation or non-renewal of the resource at the end of an agreed-upon term. You will
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want to make a note of any specified timeframes, such as thirty or sixty days advanced
notice, to avoid renewing the service by default. Licenses may also give conditions for
early termination, such as paying penalty fees. Additionally, licenses contain clauses about
termination due to a breach of contract, bankruptcy, dissolution of the vendor or library,
as well as force majeure, which is defined as circumstances beyond the control of either
party, such as natural disasters, war, or terror attacks.

Ideally, your licenses will make provisions for what happens to the content after the
service term has ended. For instance, some vendors provide perpetual online access to
purchased content, so long as the library continues to pay a small annual hosting fee.
Others agree to send the library an archival copy of the content or make it available
through a third-party dark archive (such as LOCKSS or CLOCKSS) if the vendor ever
closes shop. Depending on your institution and the resource in question, these provisions
may be vitally important or completely unnecessary. Be sure to check your institution’s
collection development policies and goals.

Content, Access, and Fees

Licenses also contain details about what is being licensed, how that content can be
accessed, and what fees must be paid to the vendor to receive this access. Often, this
information is set oft in addendums at the end of the contract, making it easy to add and
subtract content or alter the access model without having to renegotiate the main body of
the license. When looking at this section, you want to be certain the following are correct:

* Content (package name, title list, embargoes, etc.)

* Purchasing model (purchase, subscription, DDA, PDA, etc.), including subscrip-
tion term (if applicable) and number of concurrent users

* Authentication/access method (username/password, IP, proxy, etc.)

* Price, which may include limits on annual increases (e.g., no more than 5 percent
per year)

* Perpetual access

Signatures

At the end of the license is a space for signatures. Once the contract is signed, it is consid-
ered legally binding. Depending on your institution and the amount of money involved,
the license may require a signature from someone higher than you in the library hierarchy,
such as a department head, dean, or library director; it may even need the signature from
someone outside of the library, such as the CFO or a representative from legal affairs.
Learn your institutions rules and procedures up front, and be sure to establish open
channels of communication with all the involved parties. This way, licenses get signed and
returned in a timely manner.

Clauses to Keep an Eye On

Now that we have established the major components of a license, let’s delve a little further
into a few specific clauses which tend to cause confusion and concern.
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Warranties and Representations

Warranties are legal guarantees or promises. If a warranty proves false (i.e., the promise
is broken), the guarantor could be on the hook to provide financial compensation to the
other party. In a license, warranties can be made by both the licensor and the licensee.
For instance, a vendor may (and should) warrant that it has the appropriate rights or
permissions to license the electronic resource to the library. A library, on the other
hand, may warrant that it has the authority to enter into a legally binding agreement
with the vendor.

Libraries should be careful, however, that they do not warrant or represent anything
they cannot control, such as third-party (patron) use of the resource. In addition, they
should not agree to anything on behalf of third-party users. For instance, some vendors,
especially vendors who deal primarily in the private business sector, may put in clauses
similar to the following example:

Licensee agrees on its own behalf and on behalf of its Authorized Users that the Licensed
Materials shall not be:

* Manipulated or modified without the express written consent of the Licensor
* Displayed or distributed to any Unauthorized User

* Used for Commercial Purposes

It is impossible for library staff to police all Authorized Users, especially walk-in patrons,
to ensure none of them violate these terms. It is also unreasonable for the library to be
liable for their actions. Instead, the library can agree to use “reasonable efforts” to educate
their patrons on the appropriate and acceptable use of the licensed content.

Indemnification Clauses

86

Indemnification goes hand in hand with warranties and representations. While warran-
ties detail the guarantees or promises made by each party, indemnification clarifies who
is responsible for any expenses or damages that arise if those promises are broken. Tomas
Lipinski explains it like this:

With [an indemnity] clause, the licensor is stating that if the licensee’s use of the licensed
content according to the terms of the agreement is found to be infringing (where the
licensor did not possess the right to make such content available for use), the licensor

will defend in court and cover the licensee for any damages it incurs as a result of such a
lawsuit. (Librarian’s Legal, 2013: 463)

So, for example, the vendor may warrant that it has the appropriate rights and permis-
sions to license the electronic resource to the library. But what if the vendor did not, in
fact, have those permissions? The licensing library may get sued for infringement by the
copyright holder, despite using the content in accordance with the terms laid out in the
license. However, if the vendor has agreed to indemnify the library, it is the vendor—not
the library—who assumes the legal and financial responsibility for the infringement. This
would include things like defending the claim in court, paying attorneys’ fees, and reim-
bursing the library for any losses or damages resulting from the lawsuit. Because of this,
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as Lipinski says, “Indemnification is one of the most important provisions a license can
contain. Licenses without an indemnification provision should not be signed” (Librarian’s
Legal, 2013: 463).

Some vendors desire a similar indemnification from the licensing library. They may
ask, for example, that the library indemnify them against any losses or damages resulting
from infringing use of the content (use that goes against the terms of the agreement)
perpetrated by the library’s Authorized Users. However, as with warranties, you should
think twice before agreeing to anything regarding your patrons’ actions. It is impossible
to guarantee that patrons will always use the electronic resource appropriately, and it is
unreasonable for the library to accept the legal and financial burden for their actions. You
should have these types of provisions struck from the license whenever possible.

Confidentiality Clauses

Another common clause to see in licenses is a confidentiality or non-disclosure clause.
Vendors use confidentiality clauses to limit the number and type of people who are privy
to certain details of the contract. These details could include pricing, specific terms and
conditions, or potentially the entire content of the license.

For libraries, who prize free access to information, confidentiality clauses pose many
ethical and logistical problems. By law, many public institutions are unable to agree to
confidentiality clauses, since they must be publicly accountable for how their funds are
spent via open records requests. However, even for private institutions, a confidentiality
clause is undesirable because it prevents them from openly discussing and analyzing their
licenses with their constituents and the larger library community. To combat this, many
private college and university libraries have established policies against signing licenses
with a confidentiality clause. If you work at a private institution, we recommend adopting
a similar policy. This will increase transparency both within and outside of your organi-
zation, and it will also reduce confusion among staff, as they work to understand which
licenses they can talk about and which they cannot. Check out the following institutions’
policies for inspiration:

Cornell University Library: https://www.library.cornell.edu/about/policies/nondis
closure

Dartmouth College Library: https://www.dartmouth.edu/~library/acq/documents/
Dartmouth_College_Nondisclosure_Policy.pdf

Evaluating a License

Evaluating a license to determine how well it adheres to your institution’s and users’
needs is undoubtedly an important aspect of electronic resource work; however, it can be
difficult to know where to begin when confronted with ten-plus pages of legalese. While
licenses tend to have similar features, as we described prior, there is no set standard for
what appears in a license or where, and as a result, it is easy to overlook or omit items for
which you might otherwise advocate.

To keep your evaluation complete and concise, we recommend developing a frame-
work against which you can compare your licenses. This can take a couple different forms,
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but the most widely used is probably the license review checklist. With a checklist, you
can literally check oft all the important points you need to be addressed, including any
deal breakers such as state law requirements, and easily flag items for negotiation. Check-
lists are also great for giving you an at-a-glance summary of a license if ever you need to
revisit it down the road.

Creating a License Review Checklist

We provide an example checklist in Appendix 1 at the end of this book. We recommend
checking it out for inspiration. However, every library’s checklist will be different de-
pending on its type, its constituents, and its needs. Here are some suggestions we have
tor modifying our example checklist or for creating your own:

Check for state law requirements: Learn about any state law requirements by speak-
ing with your institution’s legal affairs team or department head. You may also find legal
requirements listed in documentation left by whoever was previously handling licenses.

Ask about institutional or library policy requirements: Gather together your
library’s licensing and collection development policies and discuss them with your de-
partment head, as well as other stakeholders. Conversation is the best way to understand
needs, establish best practices, and fill in policy holes.

Establish preferred terms: Less strict than legal or policy requirements (which
make up the “deal breakers” portion of your checklist), preferred terms are those items
which you would like to see but are willing to let slide. For instance, an institution may
want to use the electronic resource in course packs but would not walk away from a
license should it not be included in the permitted uses. Speak with your department
head, library leadership, and other stakeholders to determine what your library’s pre-
ferred terms are.

Determine nonessential terms: On the flip side of preferred terms, you should also
establish which terms are nonessential to your library. For instance, your library may be
small and not have the budget or ability to store electronic archive copies. Similarly, your
library may be unconcerned with data mining or with maintaining perpetual access to
items from an expired subscription. Determining these nonessential terms now will re-
duce the amount of time you spend asking about these items later.

Negotiating a License

88

On the whole, vendors who cater specifically to libraries tend to be very receptive to
teedback and write their licenses with libraries’ needs specifically in mind. As a result,
the licenses they slide across your desk will likely need very little modification. However,
electronic resources are continually in flux, with new technologies, services, and vendors
emerging every day. And that means chances are good you will run into a situation re-
quiring negotiation at some point during your career.

While license negotiation is a skill honed over years of practice, taking a proactive
approach to the process and practicing a few simple techniques can help you enter into
a negotiation with confidence (or at least fewer nerves). Below, we outline a few negoti-
ation tactics that we have found helpful over the years and that will help make your own
negotiations a success.
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Negotiation Tactics

Just Ask: Vendors want your business. As a result, they are more than willing to listen
to requests, field questions, and compromise on licensing terms. Many times simply
explaining your policies, positions, and desires will result in a favorable outcome. In
fact, in our experience, most vendors are more than happy to make adjustments and
often view such requests as an opportunity to learn more about their consumers’ needs.
And even if the vendor doesn’t acquiesce immediately, you have at least started the
negotiation conversation and are likely to leave the table with a better license than if
you had never asked.

Rely on Policy: When requesting changes to a license, it is often helpful to cite your
institution’s policies. Institutional policies give you, the negotiator, a firm foundation on
which to make your case and also clearly explain why you are asking in the first place.
Policies also relieve the pressure on you personally (i.e., it is the institution who wants
these changes; you are simply carrying out its will) and hopefully gives you a sense of
support from your institution, regardless of what happens.

Provide New or Alternative Language: Very little of license negotiation involves
striking entire clauses. Instead, you will likely be adding to or tweaking the language
that already exists. Providing the vendor with the exact language you would like
changed or incorporated gives you a much greater chance of attaining that favorable
language in the end. We recommend keeping a document of sample clauses and ap-
proved language to save yourself the time and energy of having to rewrite sections.
Some institutions even keep entire example licenses from which they can draw parts
and pieces as needed. We have included some sample language in the next section
along with additional licensing resources at the end of this chapter, which you can use
as inspiration.

Explain Your Budget: As an electronic resources librarian, you may be called on to
negotiate pricing and terms. Generally, the pricing negotiation is handled before a license
is ever seen, but occasionally you may need to negotiate pricing or pricing increases when
renewing a license. Just like with negotiating terms, it is helpful to be up front with the
vendor about the limitations of your institution. If you are experiencing a flat, slow-grow-
ing, or decreasing budget, let the vendor know. It may be willing to waive, postpone, or
reduce the increase until conditions improve.

Do Your Research: During the initial phases of the acquisitions process, you likely
reached out to other libraries to learn their opinion about the electronic resource whose
license you are currently negotiating. Many times this includes information about pricing
or terms. If you encountered a comparable library whose terms or pricing you would like
to mimic, do bring it up to the vendor. After all, if that library got an amazing deal, your
library should as well. Similarly, you can cite other products, vendors, or even commonly
held library practices during negotiations. Do your research, know your marketplace, and
vendors will be hard-pressed to say no.

Sample Language

As we mentioned earlier, keeping a document of preferred wording or sample language
is a great way to save time and decrease stress during the license revision and negotiation
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PRO TIP: USING MICROSOFT WORD TO EDIT LICENSE AGREEMENTS

When suggesting alternative wording to your vendor, use the Track Changes
feature in Microsoft Word. Track Changes allows for the vendor to readily see
what changes were made while saving the vendor’s original language. Additionally,
we recommend using the Comments feature to add explanations alongside the
changes about how the suggested text represents your preferred terms.

process. The following sample language is drawn from various respected library licensing
guides, which are also listed in the References section of this chapter.

Governing Law

Governing Law. This Agreement shall be interpreted and construed according to, and
governed by, the laws of [enter venue convenient to Licensor and Licensee], without
regard to its conflict of laws rules. The federal or state courts located in [enter venue
convenient to Licensor and Licensee] shall have jurisdiction to hear any dispute under
this Agreement. (Liblicense: 16)

Indemnification

The Licensor shall indemnify and hold harmless the Licensee and Authorized Users for
any losses, claims, damages, awards, penalties, or injuries incurred, including reasonable
attorney’s fees, that arise from any third-party claim that alleges copyright infringement
or other intellectual property infringement arising from the use of the Licensed Materi-
als by the Licensee or any Authorized User. NO LIMITATION OF LIABILITY SET
FORTH ELSEWHERE IN THIS AGREEMENT IS APPLICABLE TO THIS IN-
DEMNIFICATION. This Section ____ shall survive the termination of this Agreement.
(California Digital Library: 13)

Interlibrary Loan

Licensee may supply through interlibrary loan a copy of an individual document being
part of the Licensed Materials by post, fax or secure electronic transmission for the
purposes of non-commercial use. Specifically, copies may be made in compliance with

Section 108 of the U.S. Copyright Act. (Florida Virtual Campus: 4)

Wait Periods, Deal Breakers, and Walking Away

Responsible license negotiation must include proactively planning for all possibilities. While
you should always enter negotiations with a positive outcome in mind, negative circum-
stances can sometimes occur with little forewarning. Despite your best efforts, disagreements
between vendors and libraries can delay or even prohibit a resource from being licensed.
For instance, back-and-forth negotiations with vendors generally resolve within a
reasonable time period; however, you may have a situation arise where your patrons are
denied access to a resource for an extended amount of time because negotiations are not
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going smoothly. It is important to discuss such negative hypothetical situations with your
leadership team ahead of time, especially if your leadership is unfamiliar with licensing
e-resources. Familiarize leadership with the realities of what a three- to six-month wait
period would look like for your patrons and your library coworkers and brainstorm ways
in which the library can address any resulting dissatisfaction. All library staft’ should
present a united front regarding when and how to discuss the extended wait period with
patrons.

You should also discuss with your leadership the institution’s deal breakers and the
realities of walking away from the negotiation process if the vendor is unable to accom-
modate your needs. Some example deal breakers could include:

* Governing law outside of your state

* Prohibiting ILL

* Indemnifying only the vendor and not your library

* Prohibiting course reserves

* Annual increases over a certain percentage

* Verbally agreed-upon discounts or pricing missing in the license

* Holding the library accountable for the actions of third-party users
* Vendor not providing usage statistics

As we mentioned before, preferred licensing terms will vary from library to library. The
above examples will be met with varying degrees of agreement from licensors at differ-
ent institutions. Change in licensor responsibility, campus legal involvement, historical
practices, and other factors all play into how your leadership may direct you to prioritize
various terms. Walking away from a potential acquisition can be frustrating for patrons
who do not readily understand the licensing process or what repercussions can occur from
unfavorable license terms. As with a long wait period to obtain a resource, library staff
should maintain a united front on when and how to discuss walking away from a license
with patrons.

In certain extenuating circumstances, such as when a potential resource’s primary
advocate carries institutional clout, you could be directed by leadership to proceed
with a license that does not include your preferred terms. Whether or not you agree
with your leadership’s direction, your responsibility is to maintain an open line of
communication to alert the leadership of what compromises are being made with the
final contract.

Physical and Electronic License Organization

Even after a license has been signed, officially entering your library into the contract agree-
ment, this is not the last you will use the license. Likely, you will need to reference your
licenses frequently to verify various permitted uses, both for yourself and your library co-
workers, such as regarding ILL and course reserves. It is also beneficial to have your licenses
organized, so you are prepared when you re-negotiate a contract. After all, you will want to
examine previous contracts to better understand the vendor’s practices and concerns.
License organization can be a daunting project to undertake, but the benefits of
having the information easily accessible outweigh the costs. You likely have a mixture of
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PRO TIP: DIGITIZING YOUR LICENSES VIA OCR

OCR, or optical character recognition, is “a process by which characters typed or
printed on a page are electronically scanned, analyzed, and, if found recognizable
on the basis of appearance, converted into a digital character code capable of being
processed by a computer” (Reitz, 2013). This means taking a scanned image, such
as that of a digital license, and converting the picture into a full-text searchable
document. Some software, such as Adobe Acrobat, may be able to automatically
do this, although the results will depend on the quality of your original document.
Additionally, you can check with your ILL or other departments within your li-
brary to see what scanners and OCR software they have available.

paper and electronic files at your library, pseudo-organized by resource. We recommend
breaking the project into digestible chunks and starting with the vendors who represent
the majority of your resources. If you have limited time to devote to the project, these
vendors will make the greatest impact.

While most of the licenses you will encounter going forward will be in electronic
format, you might want to consider digitizing your historical paper licenses. This way, all
your licenses are easily accessible, transferable, and, potentially, full-text searchable. Of
course, if you do decide to digitize your licenses, it is probably still best to retain paper
copies for archival purposes.

When naming your licensing files, be sure to use a meaningful naming convention,
one which will show you the license details at a glance. The notes in the naming conven-
tion provide space for additional information, such as acronyms, popular names, or if it
is a consortial resource. We are fond of the following system: VendorName(Note)-Re-
sourceName(Note)-YearSigned(Note).pdf.

We also recommend following a similar naming convention for organizing your
paper licenses. In this system, we organize our paper licenses by vendor and then by re-
source. See Figure 6.1.

We place the resource’s documents, including paper licenses, within an individual

manila folder which has been labeled with the resource’s name. The manila folder is then

resouncr)

Place in

Figure 6.1. Sample folder filing system
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placed in a hanging folder, which has been labeled with the vendor’s name. Each hanging
tolder may contain multiple resources, just as a vendor may license multiple resources.
For easy re-filing, we also label the manila folders with the vendors name in one corner.

'This method:

* Allows you to see at a glance what resources you have with what vendor

* Facilitates easy updates when resources change vendors

* Negates the need for duplicate licenses, which would otherwise be necessary when
filing by resource

Developing Relationship between Libraries and Vendors

As e-resources continue to grow in prominence, license negotiation becomes even
more important to the future success of libraries. As an e-resources librarian, you
will be responsible for conducting business negotiations while remaining respectful
and considerate of the vendor’s position and needs. At the same time, libraries have a
responsibility to provide feedback to vendors in order to shape the market in favor of
libraries in the future. We recommend you continue to educate yourself beyond what
was covered in this chapter by checking out the resources we have listed at the end of
this chapter.

Key Points

* A license determines how a resource can legally be used by your library and its
patrons.

* 'The terms contained within a license vary from vendor to vendor and can be ne-
gotiated.

* Determine your institution’s deal breakers and preferred terms before entering into
negotiations.

* Stay calm, professional, and, above all, flexible during the negotiation process. Be
sure to ask for what you want. Many vendors are more than willing to work with
libraries to reach favorable terms.

* License supersedes copyright and fair use.

* Keep your leadership, coworkers, or other key stakeholders informed throughout
the negotiation process, as appropriate.

* A license organization project can help familiarize you with your institution’s
resources and common licensing language and help prepare you for future infor-
mation requests from your license terms.

* Organize your licenses meaningfully because you will refer to them in the future.
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CHAPTER 7

Usage Statistics and
Collection Assessment

Finding usage statistics

Defining COUNTER versus non-COUNTER usage statistics
Calculating CPU

Explaining the effects of discovery on usage

Showing demonstrated need through turnaways and ILL

v VvV VvV V V V

Making narratives for quantitative data

were a tumultuous time for libraries.
The rise of the Internet and associated services such as Google and Wikipedia
were radically changing the way people sought out and interacted with informa-
tion, while a depressed economy and, eventually, the financial crisis in 2008 had libraries
scrambling to prove their worth to stakeholders intent on tightening monetary belts. For
academic libraries in particular, electronic resources were beginning to take over the ma-
terials budget, accounting for over half of all acquisitions spending by 2007 and reaching
over 70 percent of acquisitions spending by 2014 (Kyrillidou and Bland, 2009; Publishers
Communication Group, 2016). With such conditions at play, it is no wonder that the
early 2000s also brought a renewed interest in collection assessment, emphasizing the
need to increase efficiency, provide accountability, and show value to the community.
Today, electronic resources make up one of the biggest pieces in libraries’ collec-
tion assessment and development strategies. In this chapter, we discuss the ways in
which e-resources are evaluated quantitatively (we have saved qualitative assessment
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for Chapter 8) and address ways that libraries construct compelling narratives around
resources to educate others about their value and use.

Show Me the Numbers

Electronic media are great at tracking user behavior. A single website can tell where you
came from, what you did, how long you were there, and when you left—and then report this
behavior to its webmaster in the form of usage statistics and logs. A library’s electronic re-
sources have similar capabilities, and it often falls to the e-resources librarian to collect, syn-
thesize, and compare these data points to make informed collection development decisions.

Usage Statistics: What They Are and Where to Find Them

Usage statistics are perhaps the most compelling and widely used data points for electronic
resources. With usage statistics, librarians can count the number of times certain user be-
haviors occurred, such as the number of unique visitors, article downloads, or turnaways.
Usage statistics can be gathered at multiple points along the access chain, including the
library’s website, catalog, discovery layer, or authentication method (e.g., EZproxy logs).
While this information is important and can be used to enlighten researchers about user
behavior, to evaluate an e-resource for collection development purposes we generally use
statistics gathered from the e-resource itself. This means relying on the e-resource vendor
to accurately collect and report the data.

COUNTER Usage Reports

926

Since it is the vendor, not the library, who is responsible for collecting usage statistics from
the e-resource, it is important for the library to understand how that vendor accounts for us-
age.This is especially true if the library is intending to compare usage across multiple vendors.
Back in the 1990s to early 2000s, vendors were very inconsistent with how they collected
and reported usage statistics. Some vendors, for instance, counted usage only on views or
downloads of an article’s full-text, while others included hits to an article’s abstract or table of
contents, resulting in inflated statistics (Stemper and Jaguszewski, 2003). Fortunately, since
then a set of standards has been developed and adopted by many of the major library vendors.

In 2002, the nonprofit organization Project COUNTER (Counting Online Usage of
Networked Electronic Resources) launched its first “Code of Practice,” which it had devel-
oped in collaboration with libraries, publishers, and content providers. The Code of Practice
provided “guidance on data elements to be measured, definitions of these data elements,
output report content and format, as well as on data processing and auditing” (Project

COUNTER, 2016). Now in its fourth iteration, with the fifth scheduled to be released in

PROJECT COUNTER REGISTRIES OF COMPLIANCE

To view the full list of COUNTER-compliant vendors, visit Project COUNTER’s
Registries of Compliance at https://www.projectcounter.org/about/register/.
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Figure 7.1. Sample JR1 COUNTER report from a vendor

January 2019, the COUNTER Code of Practice has been adopted by over one hundred
entities and platforms, including major vendors such as EBSCO, Elsevier, Gale, and more.

Vendors who wish to register as being COUNTER compliant must undergo an in-
dependent audit process to prove they collect and disseminate their usage data according
to the COUNTER Code of Practice. In this way, libraries know when they compare
usage statistics from two COUNTER-compliant vendors that they are indeed comparing
similar types of numbers.

At the time of this writing, vendors can generate six types of COUNTER reports

based upon their e-resource’s content type:
p p

* Journal reports

* Database reports

* Book reports

* Platform reports

* Multimedia reports
* Title reports

Each of these report types is further subdivided into numbers based on the kind of user
behavior being recorded. For instance, Journal Report 1 (JR1) records the number of
successful full-text article requests, while Journal Report 2 (JR2) records the number
of denied requests for full-text articles. To be considered COUNTER compliant, ven-
dors must provide certain reports, like the JR1 and JR2 for e-journal vendors, to their
subscribers. However, other reports are considered optional. Please refer to the Project
COUNTER website for the full list of reports, their descriptions, and whether they are

considered standard (required) or optional.

Non-COUNTER Usage Reports

While many of the major library vendors are COUNTER compliant, smaller vendors and
vendors who do not count libraries among their primary consumer base often do not have
the time, resources, or inclination to providle COUNTER-compliant usage data. Likely
these vendors will still offer some form of usage report, but these numbers may need to be
taken with a grain of salt, especially if you do not know the details of how that usage was
collected. However, these numbers can still offer insight into the usage of a resource.
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Collecting Usage Reports

Usage reports can be gathered in a number of ways. Many major vendors make usage
reports available via their administration portals. The portals, which allow libraries to
view and update various aspects of their subscriptions, such as IP ranges, title lists, and
branding, generally have a module dedicated to downloading usage statistics. Often, the
portals will allow the librarian to select the date ranges, report types (e.g., JR1, DB1, or
non-COUNTER), and electronic file type (e.g., xls, txt, or csv) to be downloaded. The
librarian can then store the file on the library’s own computer network.

Some vendors prefer to provide usage statistics via e-mail. This can either be upon
request or via an automated system, which sends out the usage statistics weekly, monthly,
yearly, or some other designated time period. Similarly, some vendors have the ability to
send usage statistics directly to a library’s computer server or ERM by using a computer
protocol known as the Standardized Usage Statistics Harvesting Initiative (SUSHI).
SUSHI automates the data collection process, eliminating the need for librarians to col-
lect usage statistics by hand. However, SUSHI does require its administrators to be very
familiar with computer servers and systems, and as a result, it is only a realistic option if
your library has either invested in an ERM or has hired qualified systems personnel to
set up and run a SUSHI client server.

Analyzing Your Data

Cost Per Use

98 CHAPTER

Good collection development practices dictate that librarians consider both quantitative
and qualitative data when assessing their collection. Qualitative data points, which we
will discuss more in-depth in the next chapter, are important for providing context and
dimension to the crunching of raw numbers. They include considerations such as:

* Is this resource owned by your library’s peer institutions (i.e., competitors)?

* Is this resource needed for program accreditations?

* Does this resource support your institution’s curriculum?

* Does this resource contain unique content that cannot be obtained through an-
other, cheaper resource?

* How usable is the resource? Does it comply with ADA standards?

Yet despite the common sense of pursuing this best practice, libraries often rely solely on
usage numbers for resource evaluation—especially when flat or decreasing budgets force
their library administration to focus on the bottom line. As we walk through the analysis
of usage numbers, please keep these qualitative data points in mind. When combined
with raw usage data, they make for compelling insights into the library, its collections,
and the needs of those who use them.

Cost per use (CPU) is the most widely used metric for evaluating e-resources and for de-
termining a library’s return on investment (ROI) for a given resource. CPU is calculated
by taking the cost of a resource, usually the annual subscription rate, and dividing it by
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the number of uses. For instance, if a library paid $200 for a journal subscription in 2017
and that journal was accessed fifty-nine times throughout the year, the CPU would be
$200 / 59 = $3.39. This means one use of that journal cost the library $3.39. Resources
with high use, low cost, and low CPU are generally considered to have good ROI. When
analyzing CPU, be sure to consider multiple years of CPU versus a single year by itself to
capture any price or usage fluctuations.

However, there are many caveats to using CPU to make collection development de-
cisions. For instance, there is no overall standard for what is considered “high-use” versus
“low-use” CPU; it varies from library to library and from patron group to patron group.
Here is an example of high-use CPU, which upon further investigation is actually being
heavily used by patrons:

STEM e-journal costs $25,000 in 2018
200 article downloads in 2018
$25,000 / 200 = $125 CPU

Because some libraries consider $50 to $100 to be high-use CPU for their resources, this
STEM e-journal would have initially been identified as having high-use CPU. However,
200 article downloads is very significant, and, depending on the cost of the e-journal’s
interlibrary loan transactions, a subscription may not be much more expensive than po-
tential ILL costs.

Terry Bucknell provides a comprehensive overview of other such factors that may
prevent librarians from taking CPU at face value:

* Mysterious spikes in usage

* Publisher changes

+ Title changes

* Group titles, where one ISSN or “fake” ISSNs are used for all titles

* Variations in usage behaviors within certain disciplines or resource types

* Availability of an item in multiple formats within the same vendor platform

The last bullet point, specifically the availability of both HTML and PDF article for-
mats, is a major cause of inflated e-journal usage. Some vendor platforms take patrons
to a landing page where patrons select to access an article in either its HTML or PDF
tormat. However, other vendors take patrons directly into the HTML article format
upon selecting the article link from the library’s discovery layer or aggregator database.
Patrons can select to view the PDF article if they wish, but they have automatically
registered an HTML use as well. The purpose of this landing page design is debated;
as Bucknell states, “Perhaps publishers design their sites for maximum convenience to
the user, but the more cynical might suggest that publishers deliberately design their
sites this way to inflate their usage statistics” (Bucknell, 2012: 194). Fortunately, this
and other usage inflation issues will be addressed in the fifth release of the COUNTER
Code of Practice.

We mention these technological issues in regards to CPU not to pressure you or make
you feel as though you need to analyze and correct every discrepancy you encounter. We sim-
ply recommend keeping these caveats in the back of your mind when considering CPU, since
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these numbers are not always what they seem. However, if you do feel the need to course
correct, there are some measures you can take to edit questionable COUNTER data, such as:

Suspected inflation of e-journal use from the availability of HT ML and PDF for-
mats: Examine the e-journal’s JR1 usage coupled with its platform’s features. Are patrons
automatically directed to the HTML article? If so, perhaps consider using a range or
average of both the HTML and PDF usage instead of their combined total. Otherwise,
if the platform’s landing page allows users to choose between HTML or PDF, your usage
statistics are likely sound.

A spike in e-journal usage within a single month: Replace it with a range of the
e-journal’s usage to provide a more realistic average.

A range of months suspiciously devoid of usage (zero usage): Contact vendors;
they may be able to verify a technical glitch on their part and be able to provide you with
updated usage statistics.

A range of months with zero usage for an e-journal with a verified publisher or
title change: Use an average of the e-journal’s usage with its previous title or publisher to
compensate for any zero months that may be skewing your overall CPU figures.

Demonstrated Need, Discovery Tools, and Assessment

100

'The trend of analyzing ROI at all levels of an organization has trickled down from the
corporate world into the library setting, especially within academics. To improve their
RO, some libraries have moved to requiring demonstrated need before committing to
new resources. Demonstrated need can take the form of turnaway statistics, ILL requests,
or any other statistic that can be considered a marker for future use of a resource. When
assessing demonstrated need, it is very important to consider the discoverability of the
resource in question.

Let’s consider a single e-journal subscription and the various ways it may be discov-
erable at your library:

* Via the library’s e-journal A-Z list
* Via the discovery layer, with an article-level (full-text) link—depending on
whether or not the journal’s article titles and full-text are indexed

PRO TIP: HOW TO FIND CONTENT
INDEXED BY DISCOVERY LAYER VENDORS

Discovery layer vendors provide extensive lists of what content has been indexed
and made available within their search, including at what level the content is dis-
coverable, whether that be full-text or title level.

EDS (must be an EDS customer to view Wiki): http://support.ebsco.com/
knowledge_base/detail. php?topic=&id=5754&page=1.

Primo (freely available): https://knowledge.exlibrisgroup.com/Primo_Cen
tral/Product_Documentation/Primo_Central_Indexing.

Summon (freely available): https://knowledge.exlibrisgroup.com/Summon/
Product_Documentation/Overview_of The Summon_Service/The_Summon

Index.
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* Via research guides, if included and properly linked
* Via the publisher’s site from a Google search, if the patron is within campus IP
ranges

Although it certainly varies on a case-by-case basis, many patrons—at times, a good
majority—discover e-resources via their library’s discovery layer. Therefore, whether or
not resources are indexed at their article level and/or full-text level greatly affects their
usage statistics and the demonstrated need for potential subscriptions.

Turnaway statistics, as recorded in COUNTER JR2, BR3, and BR4 reports, rep-
resent the number of times patrons are denied access to a resource. Because turnaways
represent actual attempts at accessing a resource, they are often used by libraries to predict
potential usage of a new resource. Keep in mind that turnaways are governed by discover-
ability. Three factors are relevant for considering how turnaways are generated:

* A turnaway can only occur if the resource in question is somehow discoverable to
your patrons (e.g., indexed by your discovery layer).

* A turnaway can only be captured if the patron in question is within your institu-
tion’s IP ranges, whether physically or via authentication.

* You can only readily retrieve turnaway reports for existing vendors for which you
have other resources.

ILL requests are also commonly used to demonstrate the need for a resource; however,
discovery plays less of a role in generating these requests, since your patrons can place an
ILL request for any content they desire. In a shift from the past, many libraries now use
ILL request data to inform their collection development decisions. Assessing the num-
ber of borrowing requests submitted by different patron groups (e.g., faculty, graduate
students, or undergraduate students) can provide valuable information for potential sub-
scriptions. After all, patrons who have gone to the trouble of submitting an ILL request
are clearly interested in the resource.

Making Narratives for Your Data

We have just discussed the caveats of accepting usage at face value as well as the implica-
tions of various levels of resource discoverability. At times you will need to include these
things when discussing the big picture of a resource with your library coworkers, faculty,
or other patrons. This big picture encompasses which patrons use the resource, how they
use the resource, and how they find and access the resource. Here are some common
questions which library colleagues or patrons may have about usage or discovery:

Question: Why do these e-books have high usage compared to e-books from other pub-
lishers? Answer: Those e-books are possibly used more than those from other publishers
because their full-text is indexed by our discovery layer. This means they will appear in
search results if any of the keywords searched by the patron match their or the e-books’
tull-text. Our other e-books’ full-text are not indexed by our discovery layer, so they are
inherently happened upon less frequently.

Question: Why is this article title not appearing in our discovery layer’s results? Answer:
The article is not appearing in search results because the e-journal is not indexed by our
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discovery layer. This could affect the e-journal usage since it is only discoverable via our
e-journal A-Z list.

Question: Why are patrons not finding some of our nursing e-journal subscriptions?
Answer: Nursing students generally start their searches within an aggregator database
and not via the library’s discovery layer. Within the aggregator database, students often
limit their results to show only full-text and not abstracts. The nursing e-journals in
question are not included in the aggregator database, hence why we have the outside
subscriptions. However, the students can still access the full-text via the abstracts using
the “Find Full-Text” button, which connects to the link resolver. By excluding abstract
search results while conducting their research in the aggregator database, the students are
inadvertently blocking themselves from discovering the outside subscriptions.

When making narratives for usage statistics for librarians and patrons, you should be
able to give them an idea of how the resource performs when compared to other resources
in the same discipline. Some ways you can prepare yourself to provide this information
include:

* Familiarize yourself with your resources’ subject areas and how collection develop-
ment is organized at your library. Build off of these designations and loosely sort
your resources by subject area and decision maker.

* Compare like resources against one another within a singular subject area. Look
at the average cost, use, and CPU of a subject area’s e-journals, databases, and
e-books. Review the ranges of high and low cost, use, and CPU.

'This preparation should not take much of your time. You certainly do not need to crunch
numbers for your resources all at once. Let your observations take shape naturally as col-
lection development projects arise.

Thinking Outside the Box

Educating yourself about the interactions between discovery, usage, and patron behavior
enables you to fully meet the needs of your patrons and library colleagues. Remember
to be cautious when discussing usage and CPU numbers with others, as these numbers
cannot always be taken at face value. Contextual information is important. Therefore,
think outside the box, and get creative when making narratives for your data. Perhaps
make a research guide to answer common questions about usage and discoverability; or,
for significant projects and where time allows, try out some data visualization tools, such
as Tableau or Microsoft Excel. The more visually appealing and understandable the data
becomes, the better you are able to communicate.

Key Points
* COUNTER reports standardize the way vendors collect and report usage. Librar-
ians can use them to compare usage across similar resources.
* Be sure to educate yourself about usage statistics and any updates to the
COUNTER Code of Practice. This is essential to understanding and working with
usage statistics.
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* Usage statistics cannot always be taken at face value. Further investigation may be
needed to understand the numbers.

* CPU is a popular way to evaluate e-resource performance; however, CPU alone
should not be used when deciding to renew or cancel a resource.

* Consider the discoverability of a resource when discussing usage statistics for ex-
isting resources or demonstrating need for potential resources.
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CHAPTER 8

Collection Development

D> Defining collection development

v

Listing qualitative resource evaluation considerations

D> Describing collection development workflows in regards to various staffing
structures

D> Explaining how to collaborate with collection development staft

\

Developing a watch list and wish list of resources

P> Conducting a serials review and database review

in the evaluation and main-

tenance of library collections. While the final purchase or cancellation decision

may not always rest with the e-resources librarian, he or she is often highly in-
volved with collection development staff. The e-resources librarian acts as both ambassa-
dor and translator to collection development staft by providing insight into the usage and
technical features of e-resources, as well as acquisitions workflows. As Holly Yu and Scott
Breivold state, “electronic resources librarians are expected to be bridge builders within
their organizations. . . . The emphasis for communication and collaborative skills for these
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positions is an indication of the strong role electronic resources librarians play in fostering
a team environment within their organizations” (Yu and Breivold, 2008: 116). Therefore,
it is important for e-resources librarians to understand how the collection development
process works within their library.

What Is Collection Development?

Collection development is the ongoing analysis of library metrics—both quantitative and
qualitative—to inform the selection and deselection of the materials which comprise a li-
brary’s collection. Collection development often involves examining patron demographic
projections, emerging research, and curriculum needs and assessing potential cost savings
through resource cancellations or changes in purchase models to provide the most rele-
vant collection for a library’s patrons. In response to findings of this examination, many
libraries choose to create a collection development policy, which proactively defines
selection criteria for resources to be included in the library collection and that provides
guidelines for donations, gifts, and replacements for lost or damaged items (Reitz, 2013).

Collection Development Workflows

106

Collection development workflows vary from institution to institution. In large insti-
tutions, a dedicated collection development committee may be responsible for deciding
which resources a library will acquire, renew, or cancel. In other large- or medium-sized
institutions, the decisions may be made by individual collection development staft or sub-
ject specialists. In smaller libraries, the decision may instead fall solely to the e-resources
or acquisitions librarian.

Generally, a library’s collection development staft is responsible only for making the
decision to acquire, renew, or cancel resources, while the technical services staft complete
the tasks which result from those decisions, such as paying invoices, cataloging new re-
sources, or removing cancelled resources from the library’s discovery systems. Throughout
this chapter, we refer to collection development staff and technical services staft as two
separate entities, although this division varies greatly from library to library.

Be sure to check with leadership or your supervisor about the historical practices of
your predecessor when collaborating with library coworkers or other patrons. Ask them
if there are any changes to the existing workflow which they would like you to facilitate
now that you are in the role. Here are some topics:

* How much control do liaisons or reference staff have over their funds (whether
assigned individually or to a subject area group)?

* What is the workflow behind interdisciplinary purchases and subscriptions?

* How much information is given to faculty about the cost and use of resources
within their subject area? Do academic departments contribute any funds for their
resources?

'The answers to these questions will give you an idea of how much library coworkers or
faculty are involved in collection development tasks. Every institution is different when
it comes to who traditionally gives input to collection development decisions, so follow
your leadership’s direction on the existing channels of communication.
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'The following discussion regarding collection development covers much of the nuts
and bolts of conducting collaborative renewals, whether you, as the e-resources librarian,
are on the periphery of decisions, involved with decisions, or are the sole decision maker.
Even without an established collaboration with collection development staft in place, you
can begin to learn more about the qualitative information surrounding your institution’s
resources by:

* Keeping your eyes peeled for new academic programs, initiatives, faculty, or other
happenings on campus.

* Consulting your institution or library’s strategic plans.

* Considering your institution’s course catalog; however, keep in mind the catalog
sometimes includes classes which have not been taught in recent years.

'The Additional Readings and Resources section at the end of this chapter also has many
helpful articles to give you a baseline to work from if you are new to collection develop-
ment tasks.

Resource Evaluation Considerations

Resource evaluation considerations represent the qualitative data points collection devel-
opment staff often use to evaluate existing and potential resources. By incorporating these
qualitative data points with the quantitative data points discussed in the previous chapter,
you can feel confident when evaluating resources based on your institution’s needs and
policies.

There are many different areas to consider when it comes to collection development.
In Table 8.1, we have listed some key considerations and questions to ask when evaluating
an existing or potential resource. These evaluation considerations can also be of assistance
it you find yourself at an institution without a collection development policy. Depend-
ing on your library’s structure it may be appropriate to initiate discussions with relevant
stakeholders to create a policy. However, defer to your library leadership’s guidance in this
matter. They can give you more details and specific instructions on how to follow their
historical model of operating without a dedicated policy.

Bridging the Gap between Collection Development Staff and
Technical Services

Due to differing organizational structures, collection development staff may be comprised
of just about anyone: your library dean, assistant dean, subject liaisons, reference staff, or
others. Be patient when working with library colleagues who are unfamiliar with technol-
ogy or acquisitions workflows. Many of your daily tasks are unfamiliar to them, and you
may need to repeatedly explain complex concepts to them, such as:

* COUNTER statistics and other quantitative metrics
* Subscription and purchase models

* Resource platform features

* Various discoverability possibilities and limitations
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Table 8.1. Key Considerations and Questions to Ask Yourself When Evaluating an Existing or Potential Resource

Who is the resource’s audience?
What type of resource is it?
What is the resource’s cost per use (CPU)?

Resource Basics

Overall Appropriateness Does the resource align with our collection development policy or other

collecting patterns?

Needs of the Relevant Subject Areas

Is the resource useful to students and faculty?

What course will the resource support?

Are there any known champions of the resource among faculty?

What research guide is this resource linked from?

In general, what does the faculty think of the resource and how do they use it?

Use Analysis If there is low usage of this resource, is it due to lack of awareness?
Does it need better discovery tools, expanded access to full-text, inclusion of

primary materials, and so on? If so, what possible remedies would you suggest?

Alternatives What are the comparable alternatives or complements to this resource, if any?
Should we consider adding or switching products?

What other platforms, vendors, or free resources have similar content?

External Comparison

Do our peer universities subscribe to this resource?
What are the assessments of authoritative print and online review resources, such
as the Charleston Advisor?

Are there factors that make this resource difficult to use?

Are there linking problems or other technical issues?

Is the content indexed by discovery vendors?

Do we currently have limited seats to the resource? How many? Should we
change this?

Usability

One of the primary services you can offer to your library colleagues is to help them better
understand cataloging, discovery, technology, and usage statistics. By better serving your
library colleagues, they in turn can better serve your patrons.

Standing Collection Development Meetings

Your library may or may not have an established collection development meeting. Some-
times collection development decisions are made at subject liaison or reference meetings,
or if decisions are made at a higher level, at leadership team meetings. Touch base with
your supervisor or leadership team about what has been done in the past and what they
would like to have happen going forward. Don't be afraid to invite yourself to relevant
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meetings. If you are able to either establish a collections meeting or attend an existing
meeting, consider the following areas where you could be of potential assistance:

* Prepare before the meeting by reviewing some basic data about the resources, ex-
isting or potential, which will be discussed. Make notes regarding the cost per use
(CPU) and the usage of the resources.

* If you have the technology at hand during the meeting, you may be able to look
up prices, usage reports, or fund allocations from a laptop, tablet, or the meeting
room computer.

* Educate collection development staff on how technical services can serve them.
Often, collection development staff may discuss a project for which they are un-
aware of the available data or reports their technical services staff can provide.
Embrace your role as a technical services translator; a good e-resources librarian
bridges the gap between the front and back of the house, creating lines of commu-
nication to support improvements.

Collection Development Maintenance Projects

'The following are examples of ways to solicit collection suggestions, feedback, and collab-
oration from library colleagues and patrons.

Resource Suggestion Form

A resource suggestion form allows patrons to recommend resources for the library to ac-
quire. If your library does not have an existing resource suggestion form, be sure to ask for
guidance from both library leadership and collection development staff before creating
one. There could be various, valid reasons for not soliciting feedback from your patrons,
such as budgetary concerns.

'The goal should be to have a workflow in place to respond to a request once received.
If you do not have a form or would like to edit an existing form, consider the following:

* How will patrons inform the library of resources in which they are interested?

* Who will be responsible for monitoring submissions? How will the data from
these requests be recorded?

* How will library staft respond to the forms? Will collection development staft
contact the patrons to acknowledge their submission and follow up with them
once a decision is made?

Creating a Watch List and Wish List

'The majority of your resources likely perform well and have acceptable usage and CPU.
However, there will inevitably be outliers whose use or CPU sticks out amongst their
tellow resources. Best practice for collection development is to proactively keep track of
these underperformers to steward the budget well. A watch list, whether something you
keep informally or maintain officially in collaboration with your colleagues, is an excellent
way to keep track of underperformers. Some libraries refer to their watch lists as endan-
gered species lists.
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'The purpose of a watch list is to keep up-to-date on what, if any, existing resources
could potentially be cancelled in order to reallocate funds. Once those resources are iden-
tified, a watch list allows the opportunity for feedback to be gathered from library staft or
campus patrons. Resources with zero or very little usage are good candidates for a watch
list. The amount of time a resource spends on the watch list is up to you; there could be
a set amount of time which you wait before cancelling the resource, or you could review
resources on a case-by-case basis.

Some libraries have created web pages to inform their patrons about their watch list.
'The web page can include information about what resources are under consideration for
cancellation and when they might be cancelled, then provide a submission form for so-
liciting feedback. The watch list web page could be promoted by word of mouth, e-mail,
or mentions on the library home page. As we have mentioned before, consult with library
leadership on how much to involve campus patrons.

Alongside your watch list, it is also beneficial to proactively create a wish list. The pur-
pose of a wish list is to be educated on what resources would best meet your institutional
needs should funds become available. Within reason, information about the desired resources
should be recorded for future reference. Exercise caution when asking for price quotes since
some vendors raise the subscription or purchase rates after learning of your high level of
interest. The wish list should be created in collaboration with collection development staft.
It could be informally compiled or come together naturally as a result of regular collection
development meetings. Data points to collect for the wish list include the following:

Collection Development Staff

* Relevant audience
* Curriculum needs met
* Comparison to existing resources for unique content

Technical Services

* Cost

* Turnaway statistics (where available)

* Available access models

* Technical specifications (e.g., authentication method, advanced features, etc.)

Serials Review and Database Review

110

Ongoing review projects are a great way to stay ahead of any budgetary surprises and to
avoid being overwhelmed when you need to crunch a massive amount of data in a short
amount of time. In the next two sections, we will discuss both a serials review and a da-
tabase review and explain how to undertake these reviews since the workflows for both
are very similar.

There are no rules for how often you should conduct review projects, and what we
recommend are only guidelines. Due to the nature of e-journals, a serials review can be
done every three to five years, especially if you do not make any major changes to your
subscriptions. A database review should be more of an ongoing, monthly review. Data-
bases often have a greater budgetary impact than e-journal subscriptions and are likely to
be scrutinized heavily if funds for new resources are needed.
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Ideally, a serials review would include all serials titles, whether they be print, online,
print plus online (P+O), or within packages. Although collection development staff gen-
erally have a working tally of what resources the library subscribes to and know which
resources are heavily used by patrons, this kind of serials review allows collection devel-
opment staft to get an in-depth understanding of their subject areas within the larger
library collection. If you are unable to conduct a comprehensive serials review due to time
or personnel constraints, you may be able to do a small, more focused review instead.

To conduct a small-scale review while potentially cancelling the most money for your
effort, you could only consider stand-alone e-journal subscriptions. The review would
exclude P+O subscriptions and any e-journal within a package. Depending on how many
direct or sub-agent orders your library has, your sub-agent title lists would be a good
place to start.

For a database review, you will be looking at your database subscriptions, as well as
other resources which may not be strictly labeled as databases, such as datasets. Databases
could be comprehensively reviewed annually or by month. If by month, we recommend
loosely scheduling their review according to their renewal month with about ninety days
lead time to make any necessary cancellations. Decision makers should feel free to skip
a review if the resource’s content, coverage, use, and relevance have not changed. Some
libraries choose to document the data collected from the database review into annual
evaluation forms. You could base an evaluation form off of the evaluation considerations
we have mentioned previously and ask your collection development staff for any feedback
or changes that they would make to the form.

Data Preparation for a Serials Review and Database Review

First, decide what resources to review. Since many resources require prior notification of
cancellation within their licenses, be sure to give yourself lead time for potential cancel-
lations before the resources’ renewal dates. Once you have identified what resources will
be reviewed, work with collection development staff to sort the resources by subject areas
or decision maker. Next, gather the data for either your serials or database review. We
recommend including multiple years of data and creating a spreadsheet which includes:

* Resource name

* Resource identifiers (ISSNs or notes)
* Renewal date

* Subject area

* Cost

* Fund

* Usage statistics

* Cost per use (CPU)

If your fiscal year straddles multiple years (e.g., July 2017-June 2018), we recommend
calculating CPU by assigning the cost to the last year in the fiscal year range. For example:

FY17/18 = $100 >> 2018 = $100
FY16/17 = $75 >> 2017 = $75
FY15/16 = $50 >> 2016 = $50
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'The cost for one year can then be matched up for the January—December usage for that
year.

2018 usage = 20
2017 usage = 10
2016 usage = 5

Therefore, the CPU would be calculated as:

$100 / 20 usage = $5.00 = 2018 CPU
$75 /10 usage = $7.50 = 2017 CPU
$50 / 5 usage = $10.00 = 2016 CPU

Once you have finished gathering data and crunching numbers, you can begin to apply
any review parameters to the data. These review parameters, such as an estimate of high
CPU or other qualitative metrics, should be defined ahead of time in collaboration with
collection development staff.

Ultimately what you decide to cancel or maintain is determined by your goals for the
project. Without a particular cancellation dollar amount or other pressing budgetary need,
you can make commonsense decisions to identify resources that are underperforming to
cancel. If you do have a particular cancellation dollar amount as a goal, sort your resources
in order of descending CPU and then review the qualitative evaluation points we have
mentioned previously to identify outliers that you should maintain. Unfortunately, you
may need to cut more than you like, including some resources which are performing well.

Key Points

* Consider both qualitative and quantitative data when evaluating resources to order,
maintain, or cancel.

* Embrace your role as technical services translator to collection development staff.
A good e-resources librarian bridges the gap between the front and back of the
house, creating lines of communication to support efficiencies.

* Follow your library leadership’s guidance for what collection development infor-
mation to share with library colleagues or campus patrons.

* Maintain a watch list and wish list to keep track of resources that you may want
to cancel or obtain.

* When conducting review projects, such as a serials review or database review, look
for underperformers to cancel based on collaboratively defined parameters.
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PART Il

A PATH TO SUCCESS

to setting you up for long-

term success. We walk you through the first few months as an electronic resources

librarian, focusing on what questions to ask, people to meet, and tools to acquire

so you can hit the ground running. We also introduce you to some important concepts

about goal setting and time management, as well as tips and tricks for keeping organized,

avoiding burnout, and passing on your knowledge to others. We want you to thrive, not
just survive. We hope the information contained in this section will help you to do so.
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CHAPTER 9

Your First Ninety Days

D> Questions you need answered
D> People you need to meet

> Tools for your toolkit

as the 30-60-90 day

plan. Used as an onboarding technique (and sometimes an interview technique), it

breaks a new employee’s adjustment period into thirty-, sixty-, and ninety-day inter-

vals with specific goals or milestones attached to each one. At the end of the ninety days,

the employee then undergoes an assessment to see how well he or she has met each goal
and to determine whether or not the employee will continue with the company.

'The idea of a trial period is not unfamiliar to libraries. If you have worked any type
of library job—from page to paraprofessional to full-fledged librarian—you probably
underwent a three- or six-month performance review to decide how well you fit with the
work, staff, and library culture. However, the path from initial hire to successful review
is often vague. Other than a few human resources checklists and staff meet-and-greets,
many librarians are thrown into their job duties headfirst and expected to start swimming
right away. This can be especially true with newly formed positions, which many e-re-
sources positions are.

To alleviate the feeling of drowning, we recommend forming a proactive plan, such
as the 30-60-90 day plan, to help you adjust to your new responsibilities. In the 30-60-90
day plan, the first thirty days are for learning and introductions. Before you begin initiat-
ing any projects, you first need to know what the current state of your library looks like,
who the major players are, and what resources you have at your disposal.

However, as the saying goes, you often dont know what you don’t know. If you are
new to the e-resource game, you may not know which questions to ask, which people you
should be meeting, or which tools you need for the job. In this chapter, we break down
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each of these pieces—questions, people, and tools—into comprehensive checklists, which
you can then use as jumping-off points for your own inquiries. We recommend printing
these checklists and keeping them handy as you move through your first few months.
You can find worksheets for the checklists, complete with space to jot down notes and

doodles, in Appendixes 2 and 3 at the back of this book.

Questions You Need Answered

The famous French anthropologist Claude Lévi-Strauss once said, “The scientific mind
does not so much provide the right answers as ask the right questions” (Lévi-Strauss,
1990: 7). As library scientists, we librarians are well trained in the art of asking the right
questions. In fact, it is the foundation of one of our signature job skills: the reference
interview.

During your first ninety days on the job, we suggest thinking of your position in terms
of a reference interview. Your library has essentially posed you a series of questions—How
can we improve our e-resources collection? How can we ensure uninterrupted access for
our students? and How can we get the best possible licenses for our resourcesP—and your
job will be to answer them to the best of your ability. However, to address these questions,
you first need to know a little about the library itself.

In a reference interview, librarians tend to have a go-to set of open-ended questions.
'Things such as: Could you tell me more about what you want to find? How much infor-
mation do you need? and What guidelines did the professor give you? Similarly, we have
developed ten open-ended questions you should ask about your library and its resources
before you attempt to answer any of the bigger questions posed above. Other than Ques-
tion 1, which we suggest you answer first as it could save you a lot of time, there is no
particular order to these questions. Some may be answered simultaneously, while others
may be broken into parts and answered over several weeks.

Question 1. What Documentation Exists?

'This may be the single most important question you ask. If you are taking over the po-
sition from another librarian, knowing what he did, how he kept organized, and what
decisions were made will help answer most of the questions to come on this checklist.

Essential documentation to snag is lists of vendors and resources, contact information
sheets, username/password spreadsheets, policy documents, and instruction manuals. You
can also ask for important e-mail chains to be forwarded to your inbox, such as those
containing previous purchase or negotiation decisions.

Even if you dont have a predecessor, you may still be able to collect relevant docu-
mentation. Do your due diligence and visit the various departments that previously han-
dled your job responsibilities, asking for any and all information they may have concern-
ing the library’s e-resources. You may be pleasantly surprised at the result. Just remember,
the more documentation you uncover now, the less footwork will be required later.

Question 2. What Are the Established Workflows?

In addition to hunting down documentation, one of the first things you should try to
ascertain is how e-resource tasks, such as the submission of product orders and activation
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of databases, are currently handled. Sometimes these responsibilities are split between
departments. For instance, the subject liaisons may be responsible for negotiating prices
and placing orders, the e-resources librarian for submitting technical setup information to
the vendor, and the cataloger for adding it to the catalog or discovery layer. Other times,
however, these tasks may be handled by only one or two individuals.

We recommend asking for or drawing out a simple flowchart detailing who is re-
sponsible for what and how tasks are passed from one person to another (i.e., via e-mail,
meetings, or project management software). Getting to know the established e-resource
workflows—even if those workflows will be changing with your arrival—will help you
determine not only who you will be working with most closely but also where to turn to
for questions or help.

Question 3. Who Are My Subordinates, and What Are Their Primary Skills?

If you are lucky enough to have an assistant or two under your supervision, it is a good
idea to sit down with them early—preferably within your first week on the job—to es-
tablish what they know and what their skill sets are. In addition to talking about their
current job responsibilities, which you should note in your workflow chart for Question
2, you should ask them about their education and work history. You may discover they
have secret talents that could come in handy later.

Assistants are also a good source of insights into the culture and history of the insti-
tution, especially if they have been in their position for a while. Such knowledge can be
invaluable when you need to dive into the past to answer questions about historic deci-
sions, policies, or initiatives. Therefore, establishing what they might or might not know
could save you time and energy in the future.

Question 4. What Are My Access Tools?

Besides answering questions about overarching job functions, workflows, and personnel,
you will also need answers to the technical aspects of your job. Access tools are a good
place to start. As you will recall from Chapter 2, an access tool is the interface through
which a patron is able to connect to an online resource—for example, through the li-
brary catalog, research guide, or A-Z lists. Knowing your various access tools and how
they function is necessary for almost every aspect of e-resource management—from
activation to maintenance to troubleshooting to cancellation—so proactively seeking out
your library’s various access tools will allow you to dive into your work more quickly and
effectively.

Question 5. What Are My Authentication Methods?

Access tools and authentication methods go hand-in-hand. When patrons reach a licensed
or paid e-resource through an access point, they must prove their affiliation with your library
through an authentication process to view, download, or otherwise interact with the resource.
Authentication methods vary by institution, location, and resource and can be as seamless
as a vendor reading an IP or as inconvenient as a managed password for each patron. Au-
thentication methods are also where patrons experience the most breakdowns in access. A
thorough understanding of your library’s authentication methods will allow you to respond
promptly and confidently when a stressed patron is unable to view an e-book for class.
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Question 6. Who Are My Vendors?

Vendors play a significant role in e-resource management. Most of the content your
library buys or licenses will be hosted on the vendors’ own platforms; as a result, they
are outside your immediate sphere of control. Therefore, beyond just placing orders and
paying invoices, you will be working closely with vendors to do a variety of things, such
as solve access issues, gather usage statistics, and solicit user feedback. Luckily, vendors are
invested in making your and your patrons’ experience a good one. You just need to know
the right person to ask for assistance. Depending on the size of the company, you may
have two or three (or sometimes four or five) contacts with a single vendor, each with a
specific job function. To save yourself time and energy (and endless forwarded e-mails),
it a good idea to start compiling a list of names, e-mails, phone numbers, and job titles
for these contacts. Don't forget to include any special groups, agents, or consortia through
whom your library gets content.

Question 7. What Are My Purchased and Licensed Resources?

E-resources are generally divided into three categories: purchased content, subscribed
content, and freely available content. Unless your library has made a deliberate effort to
integrate and promote freely available content, often referred to as open access content,
in its collections, we recommend focusing on getting acquainted with your purchased
and subscribed e-resources first. The reason is obvious: your library has paid good money
for these e-resources; you want to make sure you are a good steward of those funds. This
means taking inventory of what resources you have, what resources you shou/d have (paid
for, but not activated within your discovery systems), what vendor you get them from,
and whether they are part of your local collection or part of a larger consortial collection.

Question 8. What Is My Help Ticket System?

One of the primary responsibilities of the e-resources librarian is to ensure continuing
access to the library’s electronic collection. Your library’s e-resource collection is likely too
big for you to monitor each individual e-book, e-journal, and database for disruptions in
access so you will need to rely on outside reports to identify problems. Help tickets are a
great barometer for this. Find out if your library has a help ticket system for e-resources
and spend some time browsing through the tickets. Does any particular database or
platform keep appearing? Are users encountering the same error message over and over
again? If so, you know where to focus your attention first. If your library does not have a
help ticket system, you should recommend that it invest in one.

Question 9. Who Negotiates and Signs My Licenses?

120

As part of your investigations into established workflows, you should pay particular at-
tention to the license negotiation and signing process. Because licenses are legally bind-
ing contracts that dictate what can be done with resources, by whom, and for how long,
many institutions choose to involve their legal affairs department in negotiations or have
high-level administrative officials sign licenses. Workflows that involve these officials are
usually well-established and unlikely to change so you will need to become closely ac-
quainted with these departments to usher licenses through in a timely manner.
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Question 10.

However, not all libraries choose to involve their legal or administrative officials or
involve them to a much lesser extent. In these instances, the work of negotiating and
signing licenses will likely fall to you as the e-resources librarian. Please refer back to
Chapter 6 if you would like to refresh your memory on the process of negotiating licenses.

What Do My Licenses Contain?

Regardless of who negotiates and signs your licenses, it will be up to you to inform
others of their contents. Licenses supersede copyright law, which means some uses you
expect under provisions like fair use may be restricted under the terms of your license.
Conversely, however, some uses explicitly prohibited under copyright law may be granted
through the license. It all depends on what was negotiated. Knowing what can and cannot
be done with your licensed resources—including things such as interlibrary loans, course
reserves, or even simple copy-and-pasting—is necessary to enforce those restrictions and
keep your library out of legal trouble. While it is not up to the e-resources librarian alone
to keep the library compliant with the terms and conditions of the license, you will likely
be the primary person people turn to with questions about proper usage. Being informed
of the contents of your licenses will help you address these concerns promptly and with
authority.

People You Need to Meet

A common misconception about e-resources librarianship is that it is solitary work. Un-
like the reference staff, whose positions are seen as the height of social interaction, e-re-
sources librarians are often imagined to be cloistered individuals, hiding in their office,
busily typing away at the computer. While e-resources librarians certainly do spend a lot
of time on the computer, they are not nearly as reclusive as some people believe. In fact,
one could argue that the e-resources librarian is the most social of the technical services
staff. Unlike a cataloger or, say, a traditional acquisitions librarian, the e-resources librar-
ian works not only with a network of vendors and other technical services staft but also
with students, reference staff, faculty members, and departments outside the library, such
as legal affairs or I'T. Because of this, a large chunk of the e-resources librarian’s time is
spent engaging with others, either on the phone, in meetings, or via e-mail.

As a new e-resources librarian, part of your first ninety days should be spent intro-
ducing yourself to all your constituents. Below, we have compiled a list of the people you
are most likely to be working with in the future. Of course, you will want to tweak this
list depending on the workflows at your institution. We recommend taking a few days to
travel to the various offices, introduce yourself in person, and ask a few of the questions
on your worksheet.

Technical Services Staff

First Contact

Head of Technical Services. Out of all the library staff, you will likely be working most
closely with the technical services staff. In fact, since the e-resources librarian position
typically falls under the umbrella of technical services, chances are high that you will
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What to Ask

have already met a majority of them during your interview process. Now is a good time
to circle back and reconnect. As your closest colleagues, they will be the ones most able
to answer your questions about workflows, vendors, documentation, and resources. We
suggest scheduling some time—either independently or as a group—to sit down with
them and really pick their brains.

* What e-resource documentation exists? Where can I find it?

* Could you describe for me the established workflows for ordering, purchasing, and
cancelling information?

* Which vendors do we work with and/or order from the most? Do you have their
contact information?

Access Services (Circulation) and Reference Staff

First Contact

What to Ask

Head of Access Services/Circulation and/or Head of Reference. Your access services
and reference coworkers are on the front lines assisting patrons with the use of the
library’s e-resources. You will likely interact with them in two capacities. First, to edu-
cate them on the capabilities and limitations of the products they are using, including
restrictions set out in the license agreement. Second, to respond to any access problems.
As frontline staff, they are the most likely to encounter access issues. Keeping a good line
of communication open between you and the access services and reference staff will help
you catch problems as they arise.

* How do you report problems regarding e-resources?
* Which e-resources are the most popular?
* Which e-resources do you have the most difficulty/problems with?

Interlibrary Loan (ILL) Staff

First Contact

Interlibrary Loan Librarian. Depending on your library’s organizational structure, in-
terlibrary loan (ILL) may be its own department, an extension of access services, or an
extension of technical services. Regardless of its position, you will want to set aside time
specifically to meet with the ILL librarian separate from the other two departments. Like
the access services staff, those who handle interlibrary loan requests tend to encounter a lot
of e-resource access issues during the course of their daily duties. You will want to make
certain the staft has a method of communicating these issues to you rather than simply de-
clining the request and moving on. In addition, we recommend asking if the ILL staff has
a list of approved vendors for fulfilling requests. Not all vendors permit their material to be
used for interlibrary loan (the license will explicitly prohibit the practice), so getting a list
you can cross-check and update as needed will be beneficial to both you and the ILL staff.
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What to Ask

* How do you report problems regarding e-resources?

* Do you have a list of vendors approved for fulfilling ILL requests?

Collection Development Staff

First Contact

What to Ask

Head of the Collection Development. Collection development is conducted in a
variety of ways and amongst a variety of people, depending on the library’s history,
established workflows, and priorities. Within the first three months of stepping into
your role, you will want to touch base with those who are responsible for making the
selection and deselection decisions for your collection to discuss how involved the
e-resources librarian will be in the process. For larger institutions, this often involves
approaching a collection development committee; for smaller institutions, this may re-
quire one-on-one meetings with collection development staft, such as subject liaisons
or the acquisitions librarian. Regardless, the main goal of these meetings is to ascertain
how collection development is currently being handled and to ofter your services, such
as collecting and interpreting usage statistics, to help inform collection development
decisions.

* How is collection development currently being handled? Has this changed in
recent history?

* How much control, if any, does collection development staft have over their funds?

* How do patrons let library staft know about resources they want the library to
acquire?

* What are the current pressure or pain points for resources which the library wants
to acquire? Is there an established wish list?

Library Systems

First Contact

Head of Systems/Systems Librarian. The systems librarian is responsible for ad-
ministering the day-to-day technology used in the library by patrons and staff. This
typically includes maintaining the library’s computer network and workstations, in-
stalling and updating software and staft applications, and overseeing its web servers,
data repositories, and integrated library system (ILS). You will likely need to commu-
nicate regularly with the systems librarian regarding technology affecting e-resources
(changes in IP addresses, for instance) and for diagnosing access issues, especially
those concerning patron authentication. The systems librarian is also intimately famil-
iar with the individual quirks of your ILS, discovery system, and electronic resource
management (ERM) system, so make good use of his or her expertise as you orient
yourself to your library’s setup. No doubt, he or she will be more than happy to answer
the technology questions you have.
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What to Ask

* What authentication system(s) is the library using?
* Whom do I contact when changes need to be made to EZproxy (if applicable)?
* Whom do I contact for help with issues related to access?

Institution’s IT Department

First Contact

What to Ask

Head of I'T/Chief Information Officer (CIO). Similar to the systems librarian, it is
important to make contact with your institution’s I'T department to keep informed of
developments in campus technology and security. The extent to which you regularly com-
municate with I'T will depend largely on your library’s organizational structure. Smaller
institutions do not always have a systems librarian to act as a liaison, so the e-resources
librarian may be called on to fill that role. However, even in larger institutions, it may be
necessary to communicate directly with I'T rather than a surrogate to tackle complicated
troubleshooting issues. We therefore recommend taking time to introduce yourself to
the higher levels of administration and secure a line of communication. After all, there is
nothing more frustrating than waiting for your inquiry to get elevated through the layers
of technical support when tackling a pervasive access issue.

If your institution’s I'T handles the technical aspects of your library, we suggest you also
ask the questions we assigned to the systems librarian, in addition to the questions below.

* Who should I contact when an urgent problem arises?
* How is important I'T information relayed to the library? Could you include me in
the list of contacts?

Campus or Library Legal Counsel

First Contact

Depends! Speak with your leadership team first. Institutions of higher education re-
tain counsel—sometimes to the extent of forming an entire department—dedicated to
assessing and minimizing legal risk. Because licenses signed between the library and a
vendor are legally binding contracts, legal counsel often involves itself in the negotiation
and signing process. Part of your job as the e-resources librarian will be to usher licenses
through this process. Therefore, it is important to familiarize yourself with the workflows
and introduce yourself to the important players. This may stretch beyond just the legal
department to include high-level administrative officials who have been authorized to
sign contracts, especially if those contracts involve thousands of dollars (for example, the
big deal packages we discussed in Chapter 4). Of course, not all libraries choose to involve
their legal department, or involve it in different ways, so it is best to establish what the
workflow is first before deciding whom to contact.
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What to Ask

* Who is responsible for the negotiation and approval of licenses?
* Who signs our licenses? Are different people authorized to sign a license depend-
ing on the money amount?

Library Director

What to Discuss

'The final person you should seek out a one-on-one meeting with is your library director or
library dean. Regardless of how involved the director is in your day-to-day duties, he or she
is likely to call upon your expertise for help with big picture discussions and decision making.
'This could include anything from annual reports to strategic planning sessions to recommen-
dations about retention and acquisition. Unlike the other meetings we discussed, where you
are endeavoring to get specific, ground-level questions answered, your first meeting with the
director will likely cover the more visionary aspects of your job and the library as a whole.
Come prepared to discuss what you want to achieve in your position, what you need to
achieve it, and how this relates to the library’s strategic plan and mission statement. We also
recommend that you schedule this meeting toward the end of your first three months, so you
have time to get acquainted with your surroundings, coworkers, and subordinates. This way
you can truthfully and substantially answer the question: “How are you settling in?”

* What is the library’s strategic plan for the next five years? Ten years?

* How do e-resources fit within that plan?

* What new initiatives involving e-resources are under way? What initiatives would
you like to see under way?

Tools for Your Toolkit

Basic Tools

Now that we've talked about the “Questions You Need Answered” and the “People You
Need to Meet,” let’s turn our attention to the tools you need to be successful as an e-re-
sources librarian. Since the majority of e-resource tasks are completed via the computer,
we are focusing specifically on the electronic tools—hardware, software, cloud applica-
tions, and so on—that every e-resources librarian should have in his or her toolkit.

Despite working with a variety of technologies, such as databases, e-books, discovery lay-
ers, and link resolvers, you need very few tools to get started in e-resource management.
And, fortunately, all these tools come standard in office environments. They include:

* Word processing software (e.g., Microsoft Word)

* Spreadsheet manipulation software (e.g., Microsoft Excel)
* PDF reader (e.g., Adobe Acrobat Reader)

* E-mail

* Calendar

* Web browsers and access to the Internet
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Table 9.1. Standard Office Tool Functionality You Should Know

Word processor Track changes/redline

Comment

Spreadsheet software - Filters

Hide/unhide columns and rows
Number formats

SUM function

IF function

VLOOKUP function

Pivot tables/charts

PDF reader

Electronic signature
Password protection

Folders and move rules
Categories
Follow-ups/reminders
Archive/e-mail backup

E-mail

Calendar

Appointments and meetings
Shared calendar

Clear cache and cookies
Enabling/disabling plug-ins
Security settings

Web browsers

There are additional tools which are nice to have and can help bring your work to the
next level (and that we will discuss in the next section), but to get started, these six basic
tools are all you need.

Most of us are familiar with the fundamentals of these tools, such as composing a
letter in Word or making a simple dataset in Excel, but we suggest you delve further into
each of these applications and learn some of their advanced features. In Table 9.1, we have
highlighted the functionality we find most essential for e-resource work.

Don't worry if you are not already familiar with these features. There are plenty of
free tutorials available online that you can use to brush up on your skills. Here are a few
we recommend:

Office 365 Training Center: https://support.office.com/en-us/office-training-center

GCFLearnFree: https://www.gcflearnfree.org

Additional Tools

126

We have mentioned many of these tools throughout the other chapters in this book so
we will not elaborate too deeply on their uses here. However, we highly recommend
looking into the collaborative and team-oriented tools if you are working in any sort of
a team environment. E-resource management has many moving parts and involves many
different players. These tools, many of which are free or free-to-try, can be instrumental
in keeping communication open and workflows smooth.
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USING ONENOTE TO KEEP ORGANIZED

OneNote is almost like a LibGuide, where a person can organize different forms of
information into one place, such as Excel spreadsheets and PDFs. This is why One-
Note is a remarkable tool to use to organize contracts and licensing agreements; it
allows for all of the information to be stored in one place. OneNote gives a person
the ability to have different names for their tabs, and within those tabs, a person
can also create main folders and sub-folders. For my OneNote project, I have la-
beled the tabs: Subscriptions, Open Source, Other Source (Government databases),
Archived (contracts and licensing agreements that are inactive), and Database
Spreadsheet. Within those tabs would be where the main folders are located and are
labeled with database names. Under the database names would be the sub-folders,
which are labeled: Contracts, Licensing Agreements (Current Agreements), and
Past Licensing Agreements. OneNote also has the ability to upload PDFs, Word
documents, and other forms of information straight from a person’s e-mail to the
sub-folder without having to save it to another drive or their desktop.

—Amanda Lousley, Air Force Librarian

PRO TIP: TEAM E-MAIL

A team e-mail is a shared e-mail address. It can either be a Listserv-type e-mail,
which distributes received messages to its members, or it can be a shared inbox,
to which all team members have access. Using a team e-mail can be beneficial to
all of your e-resource workflows. It provides your colleagues and patrons with a
centralized point of contact for help tickets or other issues. A team e-mail is also
invaluable for acquisitions purposes, especially when registering with vendors. One
e-mail address can simplify your vendor username/password record keeping. Team
e-mails also support collaborative work. When answering help tickets or respond-
ing to other issues, team members can easily claim a ticket or e-mail by replying to
the team e-mail. Ask your I'T colleagues if they are able to set up a shared e-mail
for your team.
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Key Points

Table 9.2. Additional Tools to Help with E-Resource Work and Simplify

Your Workflow
Task management tools + Asana
» BaseCamp
» OneNote
- Trello
« Wunderlist
Team communication tools » Team e-mail
« Slack
Password management tools + Google passwords
« Excel
» LastPass
VPN + Institution’s VPN

Cell phone tethering
Private Tunnel

» TunnelBear
Windscribe

Hotspot Shield

Screencast-o-matic
GoToMeeting
Join.me

Screencasting/screensharing

isitdownrightnow.com
downforeveryoneorjustme.com

Site availability checker

Shared network drive
Internal LibGuides
Institution’s intranet

Centralized storage space

Plain text editor/source code editor - Notepad
Notepad++
BBEdit

Additional hardware Second monitor
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Your first three months on the job should be spent discovering what resources,
staff, and tools you have at your disposal. This includes surveying the historical
landscape to know what was done and why and where your time and energy will
be best spent in the future.

Strong relationships with colleagues both inside and outside your department are
crucial to success in this position. You should proactively initiate these relationships
to define the roles, functions, and workflows you will need to complete your daily
work. These relationships are crucial for efficiency and integrating yourself into an
existing culture.

You already have the basic tools that you need to do the job. However, it may be
worth exploring some advanced options to help streamline work and improve
communication. See Tables 9.1 and 9.2 for recommended resources.
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* ChecKklists are a good way to organize the information you need to gather. We have
included general checklists to get you started, but you can always expand on the
checklists we have provided.
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CHAPTER 10

Goal Setting and
Time Management

Defining goals

Creating an effective to-do list
Developing good habits

Implementing time management skills
Conducting efficient e-mail management

Creating a time log

vV VvV VvV V V V V

Crafting your ideal work week

for e-resources librarians. In 2016, Margaret Ho-

garth surveyed attendees at the Electronic Resources & Libraries Conference about

the level of “e-burnout” they were feeling in their jobs. The majority of respondents
reported feeling some level of burnout, identifying with phrases like “I feel used up at
the end of my day” and “I feel fatigued when I get up in the morning and have to face
another day on the job” (Hogarth, 2017: 86). While these e-resources librarians and staft
were certainly self-selecting (they were attending a presentation specifically about deal-
ing with burnout), their sentiments are not unique. We have heard people talking about
e-burnout and change fatigue from all corners of the e-resource world: at vendor dinners,
during web conferences, on Listservs, and beyond. We have even experienced it ourselves.
Throughout these discussions, a similar theme has emerged. As respondents to Ho-
garth’s survey said, many people wish for more “instruction on time management, lead-
ership, and work-life balance” to help them deal with the ongoing deluge of e-resource
tasks (Hogarth, 2017: 91). In this chapter, we tackle just that, with a specific focus on
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effective goal setting, time-management skills, and tips and tricks to stay organized in an
ever-changing landscape.

For all of the following ideas we mention in this chapter, remember to take what you
need and leave what you do not. Not everyone is alike in their temperaments and habits.
Some ideas will resonate with your particular struggles while others will not. We hope
that by implementing these suggestions as appropriate to your situation, you will find a
sense of calm amid the chaos.

Defining Goals

132

A goal is a predetermined end result that you direct your efforts towards and wish to
achieve in either the short term or long term. Setting goals both in your personal and
professional life can keep you on track and help prevent burnout. Much of goal setting is
about personal awareness. To take control of the direction you are headed in life, you must
take an honest look at your motivations, strengths, and weaknesses—which, honestly, can
be a bit uncomfortable. However, once you are honest with yourself about what habits you
need to develop to accomplish your goals, you can start moving forward.

People set goals in their professional lives because they want to live intentionally
during the time available to them. As Catherine Hakala-Ausperk says, “What happens
in the thirty years between graduation and retirement . . . it’s supposed to resemble
something you intended to happen” (Hakala-Ausperk, 2010: 51). As you set goals, it
can be helpful to ask yourself questions about how you currently feel about your life
and about your future. We have provided some questions for you to work through for
your initial goals, but you will likely want to revisit them periodically as circumstances
change.

* Where do you want to be one year from now? Five years? Ten years?

* What projects or other actions would improve your life if they were completed in
the next year?

* Are there any healthy habits that you would like to work on developing?

* Even if you have not had goals in your life lately, what has been working for you
and what has been working against you?

Another helpful tactic for setting goals is to design categories under which to brainstorm.
Some example categories include:

Job description: Are there any of your base duties which you need training for? Do
you need to approach your supervisor about removing, editing, or adding anything to your
job description?

Professional development: Should you increase your professional involvement by
attending conferences or by joining professional organizations? What are the require-
ments for promotion at your library? Are you interested in scholarly publishing at any
level?

Reorganizing staff or duties: If your area has been a part of or will be a part of a
reorganization, are there any areas that need to be examined further for changes to make
the process smoother? Do any of the duties that you share with colleagues need to be
evaluated and adjusted?

CHAPTER 10

printed on 2/9/2023 5:10 PMvia . Al use subject to https://ww.ebsco.coniterns-of-use



EBSCChost -

Team building: If you participate in teams at work, are there any contributions,
such as training, starting a discussion, or project commitment, that you could make for
the betterment of the team? If you have direct reports, what can you do to improve the
overall function of your team? Who do you need to spend more one-on-one time with?

Back-burner projects: What projects have you been putting oft? What projects are
such huge undertakings that they need to be chipped away at and completed over a span
of months?

Strategic plan (library or institution): Do any of your daily duties directly contrib-
ute to either your library’s or institution’s strategic goals?

After you have brainstormed some potential goals it can be helpful to assign them
various time commitments: daily, weekly, monthly, quarterly, annually, and so on. By
proactively assigning a time commitment to goals, you can prioritize and manage your
schedule in light of your goal projections. For example, start by including a few daily
goals, a weekly goal, and a monthly goal in your daily schedule. Check in with yourself
midweek or mid-month to assess whether or not you have met the goals you projected.
You can adjust what goals you assign for yourself in the future based on what you have
been able to complete in the short term.

Make sure that the goals you set for yourself follow the helpful acronym SMART: Spe-
cific, Measurable, Assignable, Realistic, and Time-related (Doran, 1981). There are many
different variations of this acronym, but its purpose is to act as a guidepost when setting
goals, keeping them as achievable as possible. The more specific you can make your goals, as
SMART recommends, the more likely you are to commit and complete your goals.

You should periodically revisit and edit your goals to adjust them to your changing
needs and circumstances. After setting your first set of goals, decide when you will revisit
them for follow up. You can choose whatever time period works best for you, be it daily,
weekly, quarterly, and so on. Remember to redo some of the brainstorming ideas we have
introduced here as needed to capture any changes that have happened in your life since
you last set your goals.

PRO TIP: ANTICIPATE YOUR NEEDS TO EFFECTIVELY SET GOALS

Intentional goal setting gives you control over the direction of your life. If you do
not intentionally take action in your life and simply react to what happens to you,
you can become burned out and feel overwhelmed. To overcome this inundation,
set goals, anticipate your own needs, and plan accordingly. Recognize what work-
flows or other tasks are cyclical and predictable. Some examples include renewals,
licenses, and subscription maintenance. Make a calendar with these tasks listed
so you can predict what you should be working on at any given time. It may take
a few seasons, but with a good grasp of the ebb and flow of what cyclical tasks
occur, you will feel less overwhelmed and can plan appropriately for downtime to
work on back-burner projects. For example, your big deal renewals and subscrip-
tion agent renewals happen during known months. In the months prior to these
renewals, you may not want to work on any back-burner projects and instead save
them for months when you are not doing renewal prep work.
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The Important versus the Urgent

Stephen Covey made popular the concept of the important versus urgent in his time
management matrix, which includes the following four quadrants (Covey, 2004: 151):

Quadrant I: Important, Urgent

* Reserved for true emergencies and time-sensitive, important deadlines
* Examples: access triage, license negotiation, urgent tasks assigned by library lead-
ership

Quadrant II: Important, Not Urgent

* Encompasses planning activities and long-term projects
* Examples: goal setting, strategic planning, data cleanup, documenting and orga-
nizing materials

Quadrant Ill: Not Important, Urgent

* Typically involves unexpected or non-critical interactions
* Examples: interruptions, sales calls, impromptu meetings, departmental celebra-
tions

Quadrant IV: Not Important, Not Urgent

134

* Generally entails busywork or procrastination

* Examples: obsessively checking e-mail, prolonged watercooler talk, web surfing,
other low-impact or easily delegated tasks, such as spending too much time
crunching numbers

As an e-resources librarian, distinguishing the urgent and the important is the key to sur-
viving the daily deluge. Much of what you encounter throughout your day—such as help
tickets from patrons, e-mails from vendors, license negotiation, and processing timely
payments—are all urgent and, in varying degrees, important. But if we constantly attend
to only the urgent and neglect other important but non-urgent tasks, we will never make
progress on our long-term goals. To maintain a healthy balance in your workday, you must
continually assess the value of the tasks at hand. Ask yourself:

* Is this task truly urgent? Can it wait until tomorrow? Can it wait even longer?
* Is this task truly important? How much time do I devote to this task? Could this
time be otherwise directed to something even more important?

Constant assessment of our time is needed to identify what opportunities we have to devote
to our long-term goals. Train your brain to label everything according to its urgency and
importance, and attempt to spend your time in a more focused manner. Consider that:

* Important and urgent tasks are unlikely to be neglected, whereas important but not
urgent tasks are easy to put off. Remember to take time for planning, organization,
and work toward long-term goals.
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* Urgent but not important tasks eat up a lot of time. If you are looking to free up
time, try to reduce the number of interruptions and superfluous meetings in your
schedule. We recommend setting oft a block of time where you screen calls and
decline meetings so you can focus on essential tasks.

* Not important and not urgent tasks are inconsequential and often represent pro-
crastination. While we all need breaks and mindless activities every so often, don't
allow these tasks to overtake your workday.

Daily Grind

Defining Your To-Do List

After mapping out your goals, be they daily, weekly, monthly, or quarterly, you can begin
to build your to-do list with them in mind. Once employed, a well-crafted to-do list can
help you prioritize and direct your steps towards accomplishing your goals. An electronic
to-do list can be a great time saver for an e-resources librarian. Not having to rewrite to-
dos, having a centralized location for them, and being able to access the list via desktop
or mobile devices is essential to efficiency and time management.

Laying the foundation of a successful to-do list includes getting in the habit of writ-
ing everything down. As Robin Hastings describes, “Every stray thought that crosses your
mind, every idea you get, every request made of you by a colleague, everything that you
may possibly want to remember in the future—everything gets written down” (Hastings,
2011: 25). Make a plan for where you will capture all of the information you encounter
and process daily. You may need a landing place for ideas or concepts that are still in their
planning stages and do not have associated actionable items. For instance, you might try
keeping a bullet journal, which was specifically invented to capture any and all ideas,
including to-do list items, lists, pertinent information, ideas for brainstorming, and more.
Ryder Carroll, the creator of the bullet journal, has an excellent website (http://bullet-
journal.com/) that includes how-to videos and everything else you need to get started.

Once you have a method of keeping track of ideas that do not yet represent action-
able items, a great way to brainstorm your to-do list is to do a “brain dump.” A brain
dump, as its name implies, simply means to get every thought currently in your head onto
paper or captured electronically. Brain dumps can be a proactive measure from which to
create a to-do list, or they can be immensely helpful when you are in the thick of it and
teeling overwhelmed.

Constant reevaluation of your to-do list is necessary to stay on top of daily emer-
gencies while still making progress on your goals. At the end of each day, you should
reprioritize items according to the next day’s schedule; this is especially important to do
on Friday in preparation for the following work week. You should update due dates to
reflect reality and highlight items that need to be completed before the end of the week.
Considering your existing workflow and that each new day brings its own unforeseen
emergencies, we recommend just three goals each day to focus on. We will fully develop
this idea in the following section.

The combination of these tactics will keep you on task and provide a rough idea of
what new responsibilities you can take on. You can gain more control over your schedule
and encounter fewer surprises if you have an immediate idea of how new projects will
affect your existing duties and long-term goals.
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Three Daily Goals and Their Subtasks

136

As mentioned previously, guiding your days by only accomplishing three main goals may
seem underwhelming at first. However, many things pop up unexpectedly in a given day
that must be attended to immediately. By focusing solely on three to-do list items, you
can make progress on both your short-term and long-term goals.

So how do you decide on three goals? Exclude any immediate item that cou/d be done
tomorrow or later. Remember, you can still accomplish more than three goals, but your
minimum is three. Beyond the immediate, try to consider which one or two goals would
make tomorrow that much easier if they were done today. Sometimes within this process
it is also helpful to specifically designate for yourself what you will zo# do today. What
you will not do today can also take more of a philosophical slant—for example, “I will
not worry about XYZ today.”

Another point of consideration is breaking down your three daily goals into manageable
subtasks. Some items will have more subtasks than others. With a little investment up front,
a fleshed-out to-do list will serve you better than a nebulous list floating around your head.
The following are three example to-do list items, broken down into actionable simplicity:

1. Work with John, the systems librarian, to determine and resolve an EZproxy error
a. Document the issue for John: gather up relevant Listserv e-mails, screenshots,

and example tickets

E-mail John the details

Follow up with John if no response within forty-eight hours

Meet in-person with John if necessary to discuss

° oo o

. Various follow-up
2. Complete cost analysis report for a potential database subscription
a. Get a price quote for the database: e-mail vendor representative
b. Analyze holdings for overlap: identify existing journal subscriptions with full-
text access in potential database
c. Gather acquisitions (cost) data for overlapping subscriptions
d. Calculate percentages of unique and overlap content of database
e. Prepare relevant qualitative and quantitative data to pass on to collection de-
velopment staft
f. Report to colleagues the overall value of potential subscription when compared
to existing subscribed content
g. Answer any clarification questions from colleagues
h. Act upon colleagues’ decision to subscribe or not subscribe with a vendor rep-
resentative
3. Train Jack on how to run ILLiad report on potential subscription
. Set up Jack’s ILLiad login credentials with the ILL librarian
. Work through training documentation with Jack to introduce ILLiad
. Go over an example ILL request report with Jack
. Show Jack how to edit the report as detailed in training documentation
. Show Jack how to load edited report onto SharePoint for colleagues

MO a0 o

Show Jack how to prepare qualitative data from report for collection develop-
ment meeting
g. Go over e-mailing colleagues about the report with Jack
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For the above three examples, it is unlikely that you would finish these tasks completely
on a given day due to your existing workload. However, these subtasks certainly could be
completed over the course of several days. Breaking down goals into subtasks in such a
fashion helps you to:

Conduct better time management. People are notoriously bad at estimating the
amount of time required to complete tasks—so much so that the phenomenon has been
given its own name: the planning fallacy. Roger Buehler, Dale Griffin, and Michael Ross
define the planning fallacy as “the tendency to hold a confident belief that one’s own proj-
ect will proceed as planned, even while knowing that the vast majority of similar projects
have run late” (Buehler, Griffin, and Ross, 1994: 366). With little investment up front, an
expanded to-do list will serve you better than a nebulous list floating around your head.
You can only manage or prioritize what can be measured.

Handle interruptions more easily. With an expanded to-do list, it is easy to iden-
tify and keep track of subtasks that can be completed quickly between interruptions and
unexpected tasks.

Track progress and feel accomplished. Progress towards a goal is easy to track with
a well-made to-do list, and being able to check off items will bolster your confidence and
teeling of accomplishment. Plus, documenting what you are able to accomplish in a single
day can help you to better understand and organize your time in the future.

By committing to an expanded to-do list with itemized subtasks, you can proactively
prepare for lighter days in your schedule. Even a free hour here or there can be effectively
utilized better when you know exactly what you need to and can accomplish within that
hour. This will prevent you from spending extra hours at work playing catch-up when you
should be at home resting from your already hectic schedule.

Developing Habits

Loosely defined, habits are actions that are regularly repeated and that are difficult to
break. They are the foundation of goals and, when strung in a series, form the heart of a
routine. There are varying opinions on how long it takes to form a habit—some estimate
three weeks, others two months—but once established, habits have a major impact on
the events that comprise your daily life. Habits can be life-changing in good or bad ways,
and the habits you choose to develop over time can influence your goals in a very positive
manner. Deciding what habits to develop requires a very honest look at where you cur-
rently are in life. How does where you are compare to where you want to be?

When you create goals for yourself, some can seem initially out of reach because of the
bad habits currently running your life. For example, you may only have time to exercise in
the morning but your habit of staying on social media late into the night negatively affects
your ability to wake up in time to do so. Reexamine your goals in light of any new habits you
could form. We all wish there were more than twenty-four hours in a day, and forming a new
habit (or kicking a bad one to the curb) may help free up time in your schedule.

Here are some areas where you may want to develop habits to free up time in your

schedule:

* Your morning or evening routine

* What time you get up or go to bed
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* Your commute or when you arrive at and leave work
* How often you check e-mail at work
* How often you chat face-to-face with colleagues at work

Another important aspect of developing habits or routines is to consider your personality
type and associated inclinations. It is very important to be able to sift through the influx
of time management recommendations and be able to spot what works for you. Equally
important is to know what particularly motivates you. When developing habits, some
experts recommend to not work against your natural tendencies, such as being an early
riser or night owl. In her book Better than Before, Gretchen Rubin lays out a framework
tor four personality types—Upholder, Obliger, Questioner, and Rebel—that she refers to
as the “four tendencies.” Rubin uses her four tendencies to categorize how various people
respond to expectations placed upon them and argues that the better we know ourselves
and our tendencies, the better we can succeed at developing habits and improving our lives.

If you do want to push against your natural tendencies and challenge the way you
have always done something, be sure that you are setting healthy expectations for yourself.
Goal setting and habit formation are meant to evoke feelings of accomplishment and
self-betterment in your life, not to be a source of discouragement. Everyone has difficulty
focusing on their progress while not aiming for perfection and it may be helpful to talk
out the reasoning behind your thought processes with a trusted friend or colleague.

Friends and colleagues can also be a good source of accountability, although account-
ability can be accomplished in different ways for different people. Some will benefit most
from sharing their goals with an accountability partner. Others who are not motivated by
outside influence may hold themselves accountable by periodically reviewing their goals
and checking in with themselves. No matter your personal preferences or tendencies,
ask yourself, “How will I hold myself responsible for achieving the goals I have set and
forming the habits I want and need?”

Even after building accountability into your process, it is likely that you will struggle
to maintain your good habits. The following are some recommendations for staying pos-
itive throughout the growth process:

* Don't be afraid to change your commitments if something is proving to not be the
right choice for you right now. Update your goals and habits accordingly.

* Proactively decide how you will respond if you struggle with a habit. It can be very
helpful to have a script of positive self-talk ready to go in your mind.

* We are often harder on ourselves than we are on our close acquaintances. When
you struggle, have compassion for yourself and try to direct your thoughts about
your setback as you would when speaking to a friend about her setback.

* Work towards progress and not perfection.

* Keep moving forward and try not to let any setbacks cloud your vision of success.

Time Management Tips and Tricks

138

'There are thousands of time management books and manifestos out there, many of which
we have listed under Additional Readings and Resources at the end of this chapter. This
section covers some of the best tips and tricks we have found applicable for e-resources
librarians.
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Touch It Once Rule

The “touch it once rule” states that if a task can truly be done from start to finish within
five minutes, you should just do it now. This can especially be applied to filing papers and
managing e-mail. For example, after you initially read an e-mail, take the necessary action
to move the e-mail along the path of completion. This could be:

* Immediately respond because it will take less than five minutes

* Sort, file, or color-code

+ Add to to-do list

* Delete spam or other irrelevant e-mails. Better yet, immediately and consistently
unsubscribe to unnecessary e-mails.

The touch it once rule allows you to feel a sense of accomplishment from small wins
and saves you headspace from frequently considering whether or not you will complete
a simple task.

Scheduling Margins

Surprises or urgent tasks are practically guaranteed to pop up in your day. Where pos-
sible, you should build a cushion or margin into your daily schedule to account for any
unexpected time commitments. Thirty minutes to an hour is a good start, but further
analyze your schedule to identify other margin needs. Does your colleague always want
to chat for ten minutes after your weekly meeting? Can you block off the thirty minutes
before lunch each day to account for any help tickets that are taking longer than usual
to resolve? Surprises can be less stressful if you have cushions of time already allotted
for them.

The Pomodoro Technique

'The Pomodoro technique, named after the tomato-shaped kitchen timer used by the
technique’s creator, involves working in focused, twenty-five-minute chunks of time be-
fore taking a five-minute break (Cirillo Company, 2016). After you complete four chunks,
referred to as pomodoros, give yourself a longer break, and then repeat the process. You can
adjust your pomodoro and break lengths to what works for you. For example, some peo-
ple complete fifty-minute pomodoros with a ten-minute break in between. Pomodoros are
meant to help you truly focus on one task and to not become distracted by multitasking.
Bonnie Osif conducted a literature review of multitasking from an information profes-
sional’s perspective. From the studies she reviewed, she concludes that “generally the evi-
dence is not strongly supportive of multitasking, but at the same time it is acknowledged
that multitasking is a fact of life, and there may be ways to make it more efficient” (Osif,
2007: 203).

Try the Pomodoro technique when you work through your e-mail. Complete
twenty-five minutes of work, and then give yourself a short five-minute break. Try to
make a game out of managing your e-mail to see how many you can take care of in a
short amount of time. Truly focus only on the task at hand and mentally sort through
your e-mails as you go, either focusing on many quick responses or just a few longer
responses.
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Parkinson’s Law: Ever-Expanding Tasks

Parkinson’s Law is the adage that “work expands so as to fill the time available for its
completion” (Parkinson, 1955). Proactively watch for this phenomenon and prevent it from
eating up the margin in your day. When you do work on an ever-expanding task, limit the
time you spend. Holding yourself accountable to self-imposed limits for ever-expanding
tasks is a habit and a skill that will need to be developed over time.

E-mail management is a great example of an ever-expanding task and offers ample
opportunity to practice your time management. The following are recommendations for
effectively managing your e-mail:

* Only spend thirty minutes with your e-mail two to three times per day and only
to address urgent or important issues.

* Don't expect to get to or stay at “inbox zero” (i.e., all e-mail read, answered, and
organized); this is unrealistic for e-resources librarians. Despite inbox zero being a
popular concept in the corporate world, we truly believe that the influx of e-mails
which e-resources librarians receive for sales, renewals, help tickets, and so on often
defeats our best efforts at reaching inbox zero. This is the nature of our work. There
may be seasons where we could reach inbox zero, but the majority of the time we
receive more e-mails than we can physically respond to in a single day.

Proactively limiting the amount of time you spend in your inbox each day and having
realistic expectations about your number of unread e-mails will prevent your inbox from
dictating your schedule.

Time Logs: Moving toward Your Ideal Work Week

140

One way to deeply analyze your time and how it is spent is to create a time log. While not
for everyone, completing a time log can help you discover where you are really spending
your time and can allow you to make a conscious effort to improve certain tendencies.
You may discover that you dawdle in your inbox too often or that you are spending too
much time on ineflicient workflows. The findings from your time log can then help you
design your ideal work week. Laura Vanderkam extensively analyzes her clients’ time logs
in her books 7168 Hours: You Have More Time Than You Think and What the Most Successful
People Do Before Breakfast.

To create your time log, start by evaluating how you currently spend your forty-hour
work week and dissect the different tasks that you spend your time on. Get a rough idea
in your head for how you will label your time spent. Time logs are generally drafted in
increments of thirty minutes to an hour. To record your time log, you could use a simple
spreadsheet or a mobile app, such as Toggl Time Tracker. To label your time, you could

»«

create very detailed labels or very broad labels, such as “managing staff,” “licenses,” “acqui-
sitions,” “help tickets,” and so on. An initial time log could span one week, although an
entire month may be more representative of how you truly spend your time. Your time log
can be as detailed as you want. Just consider what will be to your benefit as you analyze
your time log for any patterns or opportunities to change your schedule and habits.
Upon completion of your time log, compare your time log to your preconceived no-

tions of how you spend your time and see if you can identify any misconceptions. Did you
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Table 10.1. Example E-Resources Librarian Time Log

8:00 AM
8:30 AM

9:00 AM

9:30 AM

10:00 AM

10:30 AM

11:00 AM

11:30 AM

12:00 PM
12:30 PM
1:00 PM

1:30 PM

2:00 PM

2:30 PM

3:00 PM

3:30 PM

4:00 PM

4:30 PM

5:00 PM

printed on 2/9/2023 5:10 PMvia .

Plan week Plan day Plan day Plan day Plan day
Plan week E-mail ABC License E-mail E-mail
E-mail E-mail ABC License Help tickets Work one-on-
one with staff
E-mail Meeting ABC License Help tickets Work one-on-
one with staff
Help tickets Meeting Web surfing E-mail E-mail
Help tickets Focus on long- Web surfing Work one-on-one Chat with
term goal with staff colleague
Work one-on-one Help tickets Chat with Work one-on-one Lunch
with staff colleague with staff
Work one-on-one Focus on long- Meeting Focus on long-term  Lunch
with staff term goal goal
Lunch Lunch Meeting Lunch Meeting
Lunch Lunch Lunch Lunch Meeting
Help tickets Help tickets Lunch Help tickets Meeting
Work one-on-one Focus on long- Focus on long- Focus on long-term  Meeting
with staff term goal term goal goal
Work one-on-one Meeting with Work one-on-one Work with Chat with
with staff vendor with staff colleague on colleague
project
Help tickets Meeting with Work one-on-one Work with Chat with
vendor with staff colleague on colleague
project
Chat with Meeting with Work one-on-one Work with E-mail
colleague vendor with staff colleague on
project
Work one-on-one Meeting with Work one-on-one Work with Help tickets
with staff vendor with staff colleague on
project
Work one-on-one Help tickets Focus on long- Focus on long-term  Help tickets
with staff term goal goal
E-mail E-mail E-mail E-mail Plan next week

Commute home

Commute home

Commute home

Commute home

Commute home

realize how much (or little) time was spent on urgent tasks or on your long-term goals? Is
there an area with which you are unhappy, such as procrastination or spending too much
time with an overly chatty coworker?

From the answers to these questions, you can now design a draft of your ideal work
week. Using the same grid that you used for your time log, identify the non-negotiable
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tasks that you know must be done and plug those into your forty-hour grid. Add in your
base job duties, any standing meetings, lunches, or any other item that occurs regularly in
your schedule. For example, it may be helpful to use your time log to estimate the number
of hours you spend in meetings in a given week. Make sure that you have addressed the
important and urgent in your design draft. Leave some margin or space for the urgent;
at least thirty minutes per day is a good estimate for the unexpected. Once you have in-
cluded all regularly occurring items or events in your forty-hour grid, you can see what
available space you have throughout your work week to attend to your goals. With your
goals broken into subtasks, you can tentatively schedule various subtasks throughout your
week that will move you closer to completing your goals. At the end of the week, assess
how well you were able to meet your commitments and schedule next week in light of
any adjustments. Remember, work towards progress and not perfection when designing
your ideal work week.

Key Points

* A goal is a predetermined end result that you direct your efforts towards and wish
to achieve in either the short term or long term.

* Setting goals in both your personal and professional life can keep you on track and
help prevent burnout.

* Goals should be periodically revisited and edited to adjust to your changing needs
and circumstances.

* Breaking down goals into subtasks helps you to conduct better time management,
handle interruptions more easily, and log progress for self-betterment.

* Habits can be life-changing in good or bad ways and the habits you choose to
develop over time can influence your goals in a very positive manner.

* The touch it once rule, scheduling margin throughout your day, the Pomodoro
technique, and observing Parkinson’s Law are all helpful time management strat-
egies for e-resources librarians.

* Completing a time log can help you discover where you are rea/ly spending your
time and can allow you to make a conscious effort to improve certain tendencies.
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CHAPTER 11

Training Others

Writing effective documentation
Listing what can be delegated
Explaining how to train effectively
Applying the feedback loop

Leading a team of specialists as an e-resources librarian

v VvV VvV V V V

Analyzing your role as a leader

, many libraries are moving
beyond a single e-resources librarian to manage the workload. They are either
tapping into existing staff who have the time and associated skills, or they are

developing teams of library specialists with the e-resources librarian as team lead. With
support as an e-resources librarian, you can delegate the influx of urgent but not necessar-
ily important tasks while gaining more time in your schedule to devote to long-term goals
that will have a great impact on your library and its patrons. If you are not lucky enough
to currently receive such support at your library, we hope you can start a discussion with
your leadership based on the information we provide.

Creating Effective Documentation

Whether you are going on vacation, preparing for a successor, or you simply need to doc-
ument a procedure for future reference, documentation is invaluable for an e-resources
librarian. It is especially essential when training others, and, as we will discuss later, should
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go through several iterations to ensure that it is helpful to all parties. Here are some rec-
ommendations for creating effective documentation for both yourself and others:

Start with a rough draft for yourself. Working from this, you can then scrutinize
your draft while considering the following: What would someone unfamiliar with
this workflow need to know? What would that person be confused by? Have I
given explanations in the simplest terms possible?

Write your document without embellishments; be short and to the point. The voice
of your documentation should be similar to technical writing. Use simple gram-
mar, subheadings, and imperative statements to save space. Remember to include
important background information at the start of the document.

Include screenshots, images, or other illustrations to increase the clarity of your
document. Screenshots can help your audience orient themselves within the steps
you have outlined.

Use additional formatting for important points in your documentation, such as
bold text, italics, underlined text, highlighted text, colored text, or even the shapes
function (for arrows and boxes) of your word processor.

Have someone semifamiliar with the workflow go over your draft instructions to
see if they make sense to that person. It should not be someone who will be work-
ing from your documentation, just an extra set of eyes to catch mistakes or point
out things that need further clarification.

Above all else, get feedback from the trainees once they have used your documen-
tation to further improve its clarity.

The Art of Delegation

146

We will discuss who to delegate to and how to delegate in the next sections. Here we will
start by brainstorming which of your tasks can be delegated. Challenge yourself to think
outside the box and relinquish control of certain, less-than-significant tasks. Remember

that done is better than perfect and more than sufficient for many e-resources tasks. Here
are some example e-resource management tasks that could be delegated:

CHAPTER 11

Paying invoices

E-mailing vendors for invoices or title lists
Answering help tickets

Data cleanup

Subscription maintenance access checks
Tracking access in the knowledge base
Populating your ERM with historical data
Organizing physical or electronic files
Downloading, formatting, and organizing usage statistics
Registering with vendors

Calculating cost per use reports

Web page creation or maintenance
Research guide creation or maintenance
EZproxy configuration file maintenance
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Training others for e-resources tasks requires forethought and patience. Yes, you could
simply verbally tell your trainees how to do something and see if they have any questions.
However, it is far too easy to fall down rabbit holes with e-resources by making decisions
based on poorly assumed information. Couple this fact with any hesitancies due to lack
of understanding and your trainee could very well ask you one hundred questions about
a simple task. Before you begin training someone on a project or ongoing workflow, you
will need to complete some prep work which includes:

Walking through the task yourself. Look for any potential trouble spots, and men-
tally catalog the concepts that you will need to train your trainee on.

Create thorough documentation. Successful training is not just verbal; it anticipates
questions and concerns and documents the answer for your trainee. Normalize any data
if necessary, especially in spreadsheets. Make the materials which your trainee will be
working with as clear and concise as possible.

Predicting Trainee Success

Training others for e-resources requires forethought due to the complexity of the work.
You want to balance the time invested to train people on a task with how much you will
be able to delegate to them in the future, based on what they are able to learn and per-
form. To be certain, not everyone can pick up all e-resources tasks that can be delegated.
Some will have learning propensities or comprehension issues that limit their training
and potential contribution. The following are some personal abilities and propensities that
may predict success with e-resource management tasks:

* Good memory

* Attention to detail

* Excel skills

* Comfortable operating without mastery of a subject

* Can make sound decisions with little information

* Able to grasp complex concepts with only hypothetical examples

* Bounces back quickly after setbacks

* Does not take critical feedback personally

* Goes beyond just the assigned task and catches larger issues

* Can be trusted to report larger issues to trainer and follow up on assigned tasks

Even if your trainees do not exhibit these traits, you can reevaluate if they are a good fit
to work with you after a few test runs. It can also be helpful to verify with your trainees
your observations of their learning propensities. For example, do they agree that they have
trouble learning concepts without specific examples? Sometimes helping your trainees
become cognizant of their propensities can help them adjust and meet the requirements

of the task at hand.

How to Train Effectively

While there are many different ways to potentially train someone, all require patience
and clearly defined expectations. Your trainees cannot ask too many questions. Be sure
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to encourage questions both as you train them and as you follow up with them. You
will need an open door policy to facilitate your relationship. No matter their personal
propensities, your trainees should always feel comfortable asking you questions. It
can be helpful to reinforce their confidence by telling them that e-resources librarians
never stop learning and that each day brings something new that you have never en-
countered before.

Set aside plenty of time to sit with your trainees at their desk so that they can
work through your instructions on their computer; this helps reinforce their familiarity
with the task. Begin by reviewing the documentation you have created for them and
encourage them to write down their own notes on the document as you go along. Take
your time and frequently stop as you work through your instructions to verify their
understanding.

Where appropriate, introduce background information as you go along to help
build up their understanding of e-resource work. For example, if you encounter an issue
with a vendor’s metadata, give examples of similar metadata issues with other vendors.
Encourage their curiosity and speak as plainly as possible, fully recognizing that you
may very quickly wade into territory beyond their comprehension. As you develop your
relationship with your trainees, try to make mental notes about what concepts you have
introduced to them and if they are retaining and utilizing the information. Is their overall
understanding of e-resource work increasing? Introducing background information out-
side of the immediate training context requires a delicate balance that encompasses how
much the trainees can conceptually digest, how much it can benefit them in the future,
and not overwhelming them with information they do not need or is too difficult to grasp
at their developmental stage.

Once you finish working through your instructions with your trainees, walk through
many examples together. Complete a sizable portion of the task to ensure that they fully
understand what they need to do. It can be helptul, especially at the beginning of the re-
lationship, to sit with them for extended periods of time. They may think they understand
at the moment but may become confused when you walk away.

Finally, give them a stopping point about halfway through the project where you can
follow up on their progress and verify that they are following instructions. Also, give them
an opportunity to ask you questions and make sure they have not fallen down any rabbit
holes or encountered any unsuspected issues.

The Feedback Loop

148

Constructive feedback, which flows both ways, can make or break a collaborative work
environment. As a trainer, you need to hold yourself accountable for providing feedback
to your trainees. Your trainees, in turn, need to feel like their voice is heard and to be
comfortable enough with you to give feedback about your training style and the projects
that they are working on. A successful feedback loop, running from trainer to trainee and
back to trainer, can create a collaborative environment where you could potentially learn
and benefit from your trainee’s feedback.

When you check in with your trainees at their designated stopping point, ask if the
documentation you have created needs to be updated. Do your instructions need addi-
tional screenshots? Do you need to change or update any wording or descriptions? This
can save time if you need to train someone else on the same project in the future.
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No matter how simple the work, it is a good idea to verify that your trainee is
meeting the correct standards. Some people are easily bored by monotony and will not
follow through on small tasks. Others can be forgetful when confronted with many
small tasks and items to check off. You should complete several projects with trainees
before trusting them to dot all of their i’s and cross all their t’s. One way to check on
their quality of work is to preemptively mark some examples while you are completing
your project prep work. You can check on these examples after your trainees have fin-
ished with them to make sure that they followed through correctly. Another option is
to have your trainees copy you on the e-mails they send to patrons and vendors until
you feel comfortable.

If you do need to follow up with your trainees because they did not complete a
task correctly, have patience and set clear expectations. There are a multitude of reasons
why a trainee may struggle with e-resource work: aptitude, confusion, negligence, or the
legitimately difficult nature of e-resources. After all, people don't know what they don't
know, and your trainees may even have difficulty putting their struggle into words. Even
trainees who have seemingly mastered one area or concept may suddenly struggle with
another area or concept.

When trainees do not meet your expectations, be sure to examine your role in what
played out. Did you explain the concept well in light of their learning propensities?
Do you need to adjust your habits and make yourself more available for follow-up
questions? Be sure to quickly admit when you are wrong and attempt to make amends
for the situation. You will earn their respect and trust by doing this, and it will sig-
nify to them that you provide a safe place to make mistakes and hopefully they will
reciprocate. It can also be helpful to freely admit when you do not know an answer to
their question. Tell them that you will get back to them later and then share what you
learned. The better you can display that e-resource work is complex and ever-changing,
the quicker your trainees will feel comfortable in the work which they collaborate with
you on.

Leading a Team of Specialists as an E-Resources Librarian

Even if you are not a manager, this section can improve the interpersonal dynamics you
have with the people you train. Time management, as we discussed in Chapter 10, is
extremely important for team leads. To have your team operate like a well-oiled machine,
you must proactively address day-to-day duties along with long-term projects. Build
dedicated time into your schedule for planning both short-term and long-term projects
for your team.

Collaborative work done in a team environment can create many different dynamics
depending on the personalities and the various strengths and weaknesses of the team
members. Many personality and strength inventories exist to help you learn more about
your team members, including the Myers—Briggs Type Indicator, the True Colors Person-
ality assessment, the StrengthsFinder assessment, and the Enneagram of Personality. Just
be sure not to typecast someone into a test result; not everyone fits neatly into a precon-
ceived label, and you should use the personality inventories mentioned for brainstorming
observations, not to learn absolute, immovable truths about someone.

Transparency is important for proactively managing difficult team dynamics, es-
pecially concerning workload. When roles and responsibilities are not clear, the team
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PRO TIP: RESOURCES FOR NEW MANAGERS

If you are feeling overwhelmed by the number of management books available in
the world, the One Minute Manager series by Kenneth Blanchard is a great place
to start. We have also listed other books in the Additional Readings and Resources
section that can help you develop healthy interpersonal relationships with your
team members.

may struggle with misinformation, misunderstandings, and misconstrued intentions.
Increased transparency creates accountability and boosts morale, allowing everyone to see
their role in the puzzle and understand why a project is being tackled in a certain way.
There are new tools emerging around collaborative project management that can help
with this. We recommend checking out project/team management tools such as Trello,
Asana, and Wunderlist (soon to be sunsetted and incorporated into Microsoft To-Do).
These tools vary greatly in functionality, but many offer:

* Task management features, such as progress bars and alerts
* Collaborative to-do lists

* Instant messaging or group chat

* Discussion boards

* File sharing

For example, with Wunderlist you are able to connect with other users to assign them
to-do list items, which you can still view yourself. You can also instant message, create
subtasks, attach files, and take notes on individual to-do list tasks.

Do your research and adapt what works for your specific needs. Keep in mind, these
tools are meant to simplify your existing workflow, not complicate it.

Being a Great Manager

150

In his book Boundaries for Leaders, Henry Cloud identifies three principles leaders need

to be cognizant of to ensure their team’s success:

1. What is important is always being attended to—attention

2. What is not important or destructive is not allowed in—inhibited

3. There is an ongoing awareness of all the pieces required to fulfill the task—working mem-
ory (Cloud, 2013: 36)

Cloud explains that many of the corporations who hire him to address their leadership
issues are missing one of these three key principles: attention to the important, inhibiting
the unimportant, and attending to working memory. However, the organizations he sees
meeting their goals have leadership who continuously ensure that the three principles are
addressed.

Of the many leadership manifestos circulating in the world, this one in particular
has struck us as highly relevant for e-resource management work in a team setting. Team
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lead e-resources librarians should address Cloud’s three principles by asking themselves
the following:

Are We Attending to the Important?

Question: Does everyone on my team have an opportunity to contribute? Answer: If
not, you may need to work on designing additional projects so that your team members
have work to do even outside of busy seasons. Data cleanup projects and subscription
maintenance access checks are good examples.

Question: Does everyone on my team know how to contribute, and have I provided
them with all of the resources that they need to do their jobs? Answer: If not, make it a
priority to address the knowledge gaps that exist on your team. You may need to spend
more time with team members one-on-one and tailor additional training to their learn-
ing propensities. Individually ask your team members, “What do you feel like you could
understand better?” At the same time, ask yourself, “What can I do differently in my
training to help them learn?”

Question: Have I optimized my team in regards to who does what tasks? Answer: Fre-
quent evaluation of your team’s projects and performance is a key to success. Try not to
reward those who are able to comprehend more than others by giving them more work.
Instead, invest more time and energy into your lower performers. As long as the team
dynamic does not suffer, it can be acceptable for some team members to have fewer areas
of expertise than others.

Are We Inhibiting the Destructive and Unimportant?

Question: Is anyone on my team not pulling their weight? Answer: If so, you may need
to pay special attention to this issue until it is resolved. Remember your other team
members are watching to see what you allow. Even if they do not act the same, watching
a peer perform below their potential can lower team morale. Once you identify an issue,
monitor the team members closely to see if they are still missing deadlines and verify if
the quality of their work has suffered. Give them feedback in the moment where appli-
cable, but if issues persist, have a one-on-one meeting with them to signify that this is an
issue that will be addressed and monitored. During the meeting, listen to their side of the
story, tailor your response to their specific concerns, and concisely state expectations and
consequences for their actions. Follow up with your team members as needed, especially
if they improve. Let them know that you acknowledge their improvement and that you
are happy to see them performing to their potential.

Are We Attending to the Working Memory of the Team?

Question: Does everyone on my team have a good understanding of our larger purpose
within the library and our commitment to our patrons? Answer: The purpose and com-
mitment of your team are best addressed frequently and casually throughout your daily
interactions with your team. The reasons behind extensive, tedious back-burner projects
can get lost in the shuffle. Remind your team of the results of their hard work and how
it directly impacts your library’s patrons.
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Key Points

Reference

When creating effective documentation, keep your instructions clear and concise,
include images for clarity, and get feedback from your trainees to improve the
document.

Challenge yourself to consider what you can delegate to someone else. Remember
done is better than perfect.

When training, have patience and clearly defined expectations. Take your time and
verify their understanding. Encourage your trainees to ask many questions.

A successful feedback loop from trainer to trainee and back to trainer can create
a collaborative environment, where you could potentially learn and benefit from
your trainee’s feedback.

Give trainees a stopping point when working on projects or conducting tasks so
you can evaluate their progress to see if it meets the correct standards.

Increased transparency creates accountability and boosts morale, allowing everyone
to see their role in the puzzle and understand why a project is being tackled in a
certain way.

As Henry Cloud recommends, leaders should attend to the important, inhibit the
unimportant, and attend to the working memory of the team.
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Support Systems

D> Exploring various support systems for e-resources librarians
D> Listing professional groups, conferences, and Listservs

D> Discussing techniques for cold-calling colleagues

is overwhelming.
Despite e-resources forming a significant portion of library collections for over
two decades, libraries both large and small are still struggling to adjust their orga-
nizational and technical infrastructure to successfully shepherd e-resources through their
life cycle. With new and exciting advances in authentication methods, cataloging, library
service platforms, usage standards, and access models, this struggle may not be over for
quite some time. However, there is a silver lining: You are not alone in your struggle.
Regardless of your library’s size, budget, or technical capabilities, resources and sup-
port systems are available to help you make the most of your e-resources. In this chapter,
we explore the various places you can turn to for answers and advice, including support
centers, professional groups, Listservs, and more. We hope the following list, while not
exhaustive, serves as a good starting point for any problem you encounter.

Vendor Support Centers and Training

Vendors want you to be successful using their products. As a result, many will provide
support centers, dedicated customer service representatives, and training to teach you how
their products work. This is especially true for ILS, ERM, discovery layer, and library ser-
vice platform (LSP) vendors. Don't hesitate to take advantage of these services, especially
if you need help troubleshooting an issue.
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Online Support Centers

Training

An online support center is a vendor-created website that houses all the documentation
available on a certain product or suite of products. It generally includes help guides or tu-
torials, definition lists, frequently asked questions, reports about known issues, and a way
to contact the vendor, either through a generic help form or by logging into the support
center and submitting a help ticket. Examples of support centers include:

EBSCO Discovery Service: https://help.ebsco.com/interfaces/ EBSCO_Discovery

_Service
Primo: https://knowledge.exlibrisgroup.com/Primo
Summon: https://knowledge.exlibrisgroup.com/Summon

Alma: https://knowledge.exlibrisgroup.com/Alma

Online support centers are great for independently investigating a question about a prod-
uct or for finding ready-made documentation to share with coworkers. However, with
the plethora of information available on their websites, they are not as useful for quickly
answering a pressing question.

Many vendors provide product training for their customers. This could either be in-per-
son, over the phone (usually with a shared computer screen), or via webinar. Training is
great both for gaining an overview about a particular product and for doing a deep-dive
into a specific service or feature. Training sessions can also be customized to your knowl-
edge needs, so there is less extraneous information to filter out. Whether you are new to
the product or just need a refresher on its features, be sure to ask your vendor if it can set
up a training session just for you.

Professional Groups, Conferences, and Listservs

Getting involved in the library profession is probably the single best way to keep up to
date with electronic resource management. There are many ways to get involved, each
with a varying level of commitment. Below, we have listed some professional groups,
conferences, and Listservs to get you started.

Professional Groups

Professional groups offer spaces for like-minded individuals to get together to discuss the
issues facing electronic resources, acquisitions, and technical services in libraries today.
Beyond being a good place to meet smart and talented people, professional groups are a
great way to give back to the library community through service projects and initiatives.
Additionally, they often offer free or paid webinars to keep you updated on new library
developments. Many regional- and state-level associations have interest groups dedicated
to electronic resources in libraries. While we only list national groups below, we highly
recommend checking out your regional interest groups as well.
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* Association of College and Research Libraries (ACRL) Technical Services Inter-
est Group

* Association for Library Collections and Technical Services (ALCTS) Electronic
Resources Interest Group

* Library Information Technology Association (LITA)

* NASIG (formerly, the North American Serials Interest Group, Inc.)

National Conferences

Conferences are great for keeping abreast of new developments in the library field, es-
pecially in regards to new products, technology, workflows, and management techniques.
Conferences give you a chance to learn from the successes and failures of others and to
form a strong network of colleagues, who you can turn to for advice in the future.

Highly Recommended Conferences

* FElectronic Resources and Libraries
* Charleston Library Conference

Other Conferences of Interest

* American Library Association Conference

* EBSCO User Group Meeting

* Ex Libris Users of North America (ELUNA) Conference
NASIG Annual Conference

UKSG Conference

Listservs

Listservs are a good place to turn to for discussion and advice from peers. Listservs are
generally dedicated to a particular product or topic (e.g., licensing, serials, acquisitions,
etc.) and provide members with a forum to ask questions, raise issues, solicit advice, make
announcements, share information, or respond to any of the above. Many also maintain
archives of old discussion threads so you can see what has previously been said on an issue.
Even if you do not actively participate in the Listservs, simply following the discussion
threads can be enlightening.

Electronic Resources Management and Licensing Listservs

* alcts-eres@lists.ala.org

* eril-1@lists.eril-l.org

+ LIBLICENSE-L@LISTSERV.CRL.EDU
+ LIS-E-RESOURCES@JISCMAIL.AC.UK

Acquisitions and Serials Listservs
* acqnet-1@lists.ibiblio.org
+ SERIALST@LISTSERV.NASIG.ORG
* seruinfo@list.niso.org
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* lita-1@lists.ala.org
+ LIB-STATS@JISCMAIL.AC.UK

Discovery Layer Vendor Listservs

* eds_partners@ebscohost.com (EDS)
* primo@exlibrisusers.org (Primo)
* summonclients@lists.summon.serialssolutions.com (Summon)

Other Vendor Listservs

* alma@exlibrisusers.org

* EZPROXY-L@oclclists.org

* KB-L@Ilistserv.oclclists.org

* serials-solutions+general@groupspaces.com
* serials-solutions+manage@groupspaces.com

Cold-Calling Professional Colleagues

Aside from professional groups, conferences, and Listservs, successful e-resources li-
brarians maintain a personal network of colleagues to go to for mentoring, discussion,
and advice. These networks are often built during the professional activities listed above;
however, situations may arise where you need to reach out to colleagues to whom you
have never been introduced. For instance, your library may be contemplating investing
in a new product or service and wish to learn how other libraries that currently have the
product or service enjoy it. Similarly, you may be encountering a unique logistical or legal
situation—for instance, licensing resources for a small extension campus—and want to
know how other libraries handled it in a similar situation. If none of the librarians within
your personal network have experience with what you are dealing with, it may be a good
idea to cold-call other librarians to solicit their opinions and advice.

Cold-calling colleagues does not need to be a stressful prospect. Librarianship is, first
and foremost, a service profession. Most librarians are more than willing to take the time
to answer questions. When reaching out to other librarians for the first time, it may be
helpful to introduce yourself via e-mail rather than a telephone call. Be sure to clearly
state who you are, what institution you are from, and why you are reaching out to them. If
you prefer to discuss the situation over the phone—for instance, if it is a particularly com-
plicated or sensitive situation—you can politely ask if they have a moment to speak with
you during the next couple weeks. By scheduling the telephone call ahead of time, you
guarantee the librarian will be available, undistracted, and willing to answer your ques-
tions. It also gives the librarian the chance to refresh his or her memory about the topic,
so that you get the best possible information rather than hastily remembered impressions.

Key Points

156

* Many support systems are available to help you, including vendor support centers,
training, professional groups, conferences, Listservs, and other professional colleagues.
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* Getting involved in the library profession is probably the single best way to keep
up to date with electronic resource management.

* Successful e-resources librarians maintain a personal network of colleagues to
whom they can go for mentoring, discussion, and advice.

* Try sending an introduction e-mail before cold-calling a librarian. This guarantees
the librarian will be available, undistracted, and willing to answer questions.
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Appendix 1

License Review Checklist

'The following are terms or clauses that are generally included in most license agreements.
'This list is by no means comprehensive, and you do not need to add any missing clauses
to the license you are reviewing unless you would like to do so. We have divided them
into three sections: Basics, Deal Breakers (State Law or Local Policy Requirements), and
Desired Terms. We encourage you to rearrange the order of the terms or add additional
terms in accordance with your institution’s needs.

Disclaimer: This checklist is meant for your general information and should not be
taken as legal advice. We highly suggest you consult with a certified lawyer if you need

help regarding your licenses, legal contracts, or disputes.
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Term O Subscription (annual)
[0 One-time purchase
O Other:
Authorized site(s) O Licensee’s participating institutions defined as all geographic locations and/or
campuses
O Other:
Authorized users O Currently enrolled students, faculty, staff, visiting scholars, independent contractors,
and walk-in patrons affiliated with Licensee
O Alumni
O Other:
Fee schedule O Clearly addresses all applicable fees and discounts and any related due dates for
invoicing or fees due at beginning or end of contract
0 Notes:
Termination O License terminates at specified date
O License terminates at non-renewal
O License requires advanced notice of for termination
0 Notes:
Governing law O Licensee’s state/county/country
[J License silent or broad (“applicable U.S. law")
[J Other (more negotiation needed)
0 Notes:
Indemnification O Licensor agrees to indemnify and no license requirements
O Licensee agrees to indemnify (more negotiation needed)
O Silent
] Notes:
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Limitation of claims

Non-disclosure

Breach

Dispute resolution

Warranties

Early termination due to
insufficient budgetary
allotment from government

oooao oad ooagd ooo ooooo

ooo

No limitation on claims

Limited (more negotiation needed)

One year or less (more negotiation needed)
Silent

Notes:

No confidentiality/non-disclosure clause
Confidentiality/non-disclosure clause included (more negotiation needed)
Notes:

Unauthorized use is clearly defined

Upon becoming aware of suspected breach, timeline of how long the Licensor has to

notify Licensee is clearly defined

Upon becoming aware of suspected breach, timeline of how long the Licensee has to
notify Licensor is clearly defined

Timeline of how long Licensee has to resolve breach once confirmed is clearly defined
Licensor requires Licensee to police user actions (more negotiation needed)

Licensor holds Licensee accountable for actions of third-party users (more negotiation
needed)

Silent

Notes:

Silent

Third-party arbitrator/mediator (more negotiation needed)
Other restrictive resolution method (more negotiation needed)
Notes:

Licensor warrants it has appropriate rights and permissions to distribute content
Licensee warrants it has authority to enter in contract

Licensee agrees to warranties/representations on behalf of authorized users (more
negotiation needed)

Notes:

Recommend for public institutions with multiyear agreements or total cost over locally
defined high dollar threshold

|
|

Need to include
Do not need to include
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ADA compliance ADA compliant

Not ADA compliant
Notes:

ooo

Authorized Uses Authorized uses are clearly defined

Licensor requires Licensee to notify Authorized users of Authorized Use

Licensee required to use best efforts to notify Authorized users of Authorized Use
(change to use reasonable efforts)

O Notes:

ooo

Concurrent users One seat

Unlimited seats
Other:

ooad

Authentication IP and EZproxy log-in

Username and password:
Other:

ooagd

Interlibrary loan Allowed

Not allowed
Silent
Notes:

oooao

Online course reserves Allowed

Not allowed
Silent
Notes:

oooo

Usage statistics COUNTER

Non-COUNTER
Not available
Notes:

oooad
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Perpetual access Allowed

Not allowed

Silent

If allowed:

Where applicable, associated fee is clearly defined

Licensor participates in archiving systems such as LOCKSS, CLOCKSS, or Portico
Upon termination Licensor will provide Licensee continuing access to Licensed
Materials via the Licensor’s servers

Upon termination Licensor will provide Licensee continuing access to Licensed
Materials by supplying the Licensee with electronic files

L] Notes:

ooooooo

O

Modification of terms O Any changes to this Agreement must be made in writing and must be signed by
Licensee and Licensor
[ Silent
[0 Notes:

Confidentiality No confidentiality clause

Confidentiality clause included (more negotiation needed)
Notes:

ooo

Privacy [ Licensor is in compliance with applicable laws and regulations such as HIPAA, FERPA,
etc.
O Licensor will uphold confidentiality of individual users
O Licensor will not transfer any user data under any circumstances without written
permission from Licensee
Silent
Notes:

oagd

Text and data mining Allowed

Not allowed
Silent
Notes:

oooad
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Scholarly sharing Allowed

Not allowed
Silent
Notes:

oooo

Quality of service Licensor will compensate Licensee in the event of a significant downtime

Licensor will notify Licensee of scheduled maintenance
Silent
Notes:

oooo

Withdrawn materials O Licensor will promptly notify Licensee about any Licensed Materials which are
withdrawn
O Silent
0 Notes:
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Appendix 2

Worksheet: Questions You
Need Answered

1. What documentation exists? (Things to look for: username/password spread-
sheets, handbooks, manuals, etc.)

2. What are the established workflows?

3. Who are my subordinates, and what are their primary skills?

Name: Skill set:
Name: Skill set:
Name: Skill set:
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What are my access points?

What are my authentication methods?

. Who are my vendors?

What are my purchased and licensed resources?

What is my help ticket system?

Who negotiates and signs my licenses?

What do my licenses contain?
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Appendix 3

Worksheet: People You
Need to Meet

1. Technical Services Staff

a. What e-resource documentation exists? Where can I find it?

b. Could you describe for me the established workflows for ordering, purchasing,
and cancelling information?

c. Which vendors do we work with and/or order from the most? Do you have
their contact information?
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2. Access Services (Circulation) and Reference Staff
a. How do you report problems regarding e-resources?

b. Which e-resources are the most popular?

c. Which e-resources do you have the most difficulty/problems with?

3. Interlibrary Loan (ILL) Staff

a. How do you report problems regarding e-resources?

b. Do you have a list of vendors approved for fulfilling ILL requests?

4. Collection Development Staft
a. How is collection development currently being handled? Has this changed in
recent history?

b. How much control, if any, do collection development staft have over their
funds?

c. How do patrons let library staff know about resources they want the library to
acquire?

168 APPENDIX 3
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d. What are the current pressure or pain points for resources which the library
wants to acquire? Is there an established wish list?

. Library Systems

a. What authentication system(s) is the library using?

b. Whom do I contact when changes need to be made to EZproxy (if applicable)?

c. Whom do I contact for help with issues related to access?

. Institution’s IT Department: If your institution’s I'T handles the technical aspects

of your library, we suggest you also ask the questions we assigned to the systems
librarian, in addition to the questions below.
a. Whom should I contact when an urgent problem arises?

b. How is important I'T information relayed to the library? Could you include me
in the list of contacts?

. Campus or Library Legal Counsel

a. Who is responsible for the negotiation and approval of licenses?

b. Who signs our licenses? Are different people authorized to sign a license de-
pending on the money amount?

APPENDIX 3 169
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8. Library Director
a. What is the library’s strategic plan for the next five years? Ten years?

b. How do e-resources fit within that plan?

c. What new initiatives involving e-resources are under way? What initiatives
would you like to see under way?
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4W1H, 65
30-60-90 day plan, 117-18; worksheets, 165-70

access chain, 66-72

access checks, 75-77

access issues. See troubleshooting

access tool, 10-17, 119. See also A-Z list; discovery layer;
online public access catalog; research guide

acquisitions, 41; material formats, 43-53; pricing options,
42-43. See also collection development; renewals; serials

addendums, 85

aggregator, 31-32, 71

aggregator database, 31-32, 75, 99, 102

approval plan, 52-53

archival access. See backfile

authentication: IP address, 18-19; issues with, 72;
methods of, 17-22, 119; proxy, 19-20; single sign-on
(SSO), 22; username and password, 17-18, 46; virtual
private network (VPN), 21-22

authorized user, 83, 86—87

A-7 list, 12-13

backfile, 44-45

big deal package, 47-50

breach of contract, 82, 84-85

browser in relation to proxy, 20

browser in relation to single-sign on (SSO), 22
browser in relation to troubleshooting, 70
budgeting. See under renewals

burnout, 131

cache and cookies, 10, 20, 70, 126

Carnegie classification, 42

catalog. See online public access catalog

central index, 14-16

checklists: help ticket submission, 66; license review,
159—-64; new resource, 59; resource cancellation, 58;
resource renewal, 57; resource trial, 60; subscription
maintenance, 78; vendor information to gather, 34

CLOCKSS. See Controlled LOCKSS

CMS. See content management system

cold-calling, 156

collection development: collaborative, 106-10;
database review for, 110-12; definition of, 106; key
considerations for, 107-8; maintenance projects for,
109-12; making narratives for, 101-2; meetings
regarding, 108-9; policy for, 106-8; resource
suggestion form for, 109; serials review for, 110-12;
staff, 123; watch list for, 109-10; wish list for, 109-10;
workflows for, 106—7

concurrent users, 42

concurrent users, concerning e-book acquisitions, 50-51

conferences, 155

confidentiality clause, 87

connectivity issues, 70

consortium, 32

content aggregator. See aggregator

content management system (CMS), 12, 16

continuation. See serials

continuing access fee, 42—-43

171
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Controlled LOCKSS, 7, 78, 85

copyright law, 82

cookie. See cache and cookies

cost per use (CPU), 98-102, 108-9,111-12

COUNTER report, 96-101

Counting Online Usage of Networked Electronic
Resources (COUNTER). See COUNTER report

CPU. See cost per use

customer service representative. See under vendor

database A—Z list. See A—Z list

database review, 110-12

DDA. See demand-driven acquisitions

deal breakers in license negotiation, 88, 90-91

delegation, 14647

demand-driven acquisitions (DDA), 50-53

direct access media, 4

direct order, 30, 33, 53, 55

discoverability, 15-16, 100-102

discovery layer, 14-16, 70-71; content indexed in, 100;
relevancy ranking in, 15-16

discovery tool. See access tool

dispute resolution, 84

documentation, 118, 145-46

EBA. See evidence-based acquisitions

e-journal A-Z list. See A-Z list

electronic resource: acquisition of, 6; cancellation of, 7;
definition of, 4; evaluation of, 4; investigation of, 6;
life cycle of, 5-7; preservation of, 4, 7

electronic resource management system (ERM), 24-25

electronic resources librarian: first 90 days as, 117-28;
goals for, 132-33; habits for, 137-38; job duties
of, 5-8; people you need to meet as, 121-25; time
management for, 138-42; to-do list for, 134-37; tools
for, 67,125-28

embargo, 31

ERM. See electronic resource management system

error message, 70, 72-73

evidence-based acquisitions (EBA), 53

EZproxy. See proxy

fair use doctrine, 72
firm order, 43, 50-53
first sale doctrine, 81-82
fixed rate, 42

force majeure, 85

172 INDEX
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freely available content. See open access

full-time equivalent (FTE), 42

goal setting, 132-35
governing law, 84, 90-91

help ticket: following up on, 73-74; soliciting, 64-66. See
also troubleshooting

help ticket system, 64, 120

HTML. See hypertext markup language

hyperlink, 10, 17

hypertext markup language (HTML), 10; in regards to
usage inflation, 99-100

ILL. See interlibrary loan

ILS. See integrated library system

indemnification, 86—87, 90-91

integrated library system (ILS), 11,23

interlibrary loan (ILL): licensing terms, 8384, 90-91;
requests, in relation to subscription costs, 31, 45, 49—
50, 75, 99-101; staff, relationships with, 65, 122-23

IP address, 10; blocks, 73, 77; as method of
authentication, 18-19; in proxy authentication, 20;
registration with vendor, 38; static, 67; in VPN
authentication, 21

item record, 68, 71

knowledge base, 23-24. See also discoverability

knowledge management system, 23-25; electronic
resource management (ERM) system, 24-25;
integrated library system, 23; knowledge base, 23-24;
library services platform (LSP), 25; link resolver, 24

leadership. See managing staff

library services platform (LSP), 25

license: definition of, 82; digitizing, 92-93; evaluating,
87-88; negotiating, 88-91, 120-21; organizing, 91-93;
parts of, 83-87; review checklist for, 159-64; sample
language, 90; signing, 85-86; terminating, 84-85;
walking away, 90-91

licensing staff, 124-25

limitation of liability, 84

link resolver, 24, 68, 71-72, 75, 102

Listserv, 37, 155-56

LOCKSS. See Lots of Copies Keep Stuff Safe

Lots of Copies Keep Stuff Safe (LOCKSS), 7, 78, 85

LSP. See library services platform
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managing staff, 149-51

MARC record, 11, 13-14, 23, 25, 75

metadata: item record, 68, 71; link resolver, 24, 68,
71-72, 75; local library, 14-15; pre-harvested, 14-16;
subscription agent admin portal, 31, 57; title change,
75; vendor-supplied, 16, 23-24, 71-72, 148. See also
discoverability; troubleshooting

monograph. See firm order

Moore’s law, 9

negotiation: licensing, 88-91, 120-21; renewals,
59-60
networking, 154-56

non-disclosure clause. See confidentiality clause

one-time purchase. See firm order

online public access catalog (OPAC), 11-12, 15, 23
online support center. See support center

OPAC. See online public access catalog

open access (OA), 44

OpenURL. See link resolver

operating system (OS), 10

OS. See operating system

Parkinson’s Law, 140

patron-driven acquisitions (PDA). See demand-driven
acquisitions (DDA)

pay-per-view access, 50

paywall, 19, 63, 72-73

PDA. See demand-driven acquisitions

PDFE, in regards to usage inflation, 99-100

permitted use, 83

perpetual access, 7, 45-51, 54, 75-78, 85, 88

platform, definition of, 10

Pomodoro technique, 139

Portico, 78

problem report. See help ticket

professional library groups, 154-55

Project COUNTER, 96-97. See also COUNTER
report

proxy: errors, 72; as a method of authentication, 19-20,
68

proxy server. See proxy

publisher transfer, 13, 75-76, 99-100

redirect, 71, 73

remote access media, 4

renewal calendar, 55-56

renewals: big deal, 48—49; budgeting and, 53-56;
checklist for, 58; multi-year, 53; negotiating, 59-60;
subscription agent, 56-57

research guide, 16-17, 51, 101-2, 108

restricted use, 83—-84

return on investment (ROI), 98-100

ROI. See return on investment

rolling access, 45

serialized media, 11-13. See also serials

serials: in A—Z lists, 13; definition of, 43; online,
44-50; open access, 44; packages, 4650, 111; price
projection, 53; print, 43—44; print plus online, 46, 111;
username and password, 46

serials review, 110—12

server, definition of, 10

simultaneous users. See concurrent users

single sign-on (SSO), 22

short-term loan (STL), 52

SMART goals, 133. See also goal setting

SSO. See single sign-on

Standardized Usage Statistics Harvesting Initiative
(SUSHI), 25, 98

standing order. See serials

STL. See short-term loan

subscription agents, 30-31, 46, 49, 55-57, 75-77

subscription maintenance. See access checks

support center, 37, 153-54

support systems for electronic resources librarians,
153-56

SUSHI. See Standardized Usage Statistics Harvesting

Initiative

team management principles, 150-51

Techniques for Electronic Resource Management
(TERMS), 5-7

TERMS. See Techniques for Electronic Resource
Management

terms of use, 83—84

time management, 138-42

title change, 13, 75-76, 99-100

to-do list, 134-37

training by vendor, 37, 154

training others, 147—49; feedback loop for, 148-49;
preparation for, 147

triage. See under troubleshooting
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troubleshooting, 66—73; symptoms and diagnoses, 70-73;
tools for recreating access issues, 67; triage, 74. See also
help ticket

turnaway, 96, 100-101, 110

unbundling big deal package, 49-50

Uniform Resource Locator (URL), 10-11, 17, 20

URL. See Uniform Resource Locator

usage statistics: analyzing, 98—101; data visualization
tool, 102; gathering, 38, 98; inflation, 99-100;
making narratives for, 101-2; reports, 96-98; resource
discoverability in relation to, 100-102. Se¢ also
COUNTER report; cost per use

username and password, 17-18, 46

vendor: administrative portal, 38, 76, 98; COUNTER-

compliant, 97; customer service representative, 37;
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domestic and international, 29-30; e-mail script,
34-36; identifying, 120; initial contact with, 32-34;
negotiating (see under license; renewals); online
support center, 37; organizing meetings with, 33;
types of, 30-32

vendor-supplied metadata, 16, 23-24, 71-72, 148

virtual private network (VPN): as a method of
authentication, 21-22, 67, 128

VPN. See virtual private network

warranty, 86—87

watch list, 109-10

website availability checker, 67, 128

wish list, 109-10

workflows, 118-19; collection development, 106—7. See
also checklists

worksheets, 165—70
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