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This presentation highlights the transition of an interlibrary loan department from Technical Services into Reader Services through analysis of workflows, staffing, and available resources. We will discuss approaches to fixing problem areas to ensure as little disruption as possible, while launching new initiatives with support from colleagues within Resource Sharing throughout the Libraries.

This is more than the transition of ILL, it is a strategy or mindset that as leaders in our departments allows us to promote healthy change.







Who we are:
Binghamton University Libraries:

Over 3 million items

FTE 17,000

2 million visits a year

ILL Lending: 32,000 processed/16,000 filled

ILL Borrowing: 15,000 processed/13,500 filled

80 Library employees

5 dedicated ILL employees
6 support to ILL from other branches/departments  
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Version 2010:

ILL Borrowing moves to Technical Services

Retirement of Head of ILL & Head of RS leads to re-org

Growth of Purchase on Demand 

Document Delivery - a function of borrowing

Lending stays with Reader Services

Challenges of geography

from the old to the new-reorganizing resource sharing
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Context and History
So many great ideas, no theory or specific practice to increase the chances of success.
2010 : Borrowing moves to tech services while Lending remained in Reader Services 
It had lived in RS for 30 years largely under the same leadership, following the same model 
Document Delivery became a thing but was handled strictly as a function of borrowing, starting and finishing in that workflow.
Purchase on demand became a hot topic, made sense to put borrowing with acquisitions -there was a failure to launch
Lending remains in RS as a function of circulation.
Borrowing is scattered around the ground floor, employees not centralized.  Mail, Lending and distribution points are on 1st floor and operate separately.  
Great ideas were born but never followed through on



New(?) Org. Structure-reimagining resource sharing
Version 2013:

ILL Goes Home to Reader Services

Resignation of Resource Sharing Coordinator

Staff relocated but centralized

Temporary but functional leadership 

Interim Dean

Borrowing and Lending still split
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After moving ILL back to Reader Services we developed a plan to hire an experienced Resource Sharing Coordinator who could cohesively bring the unit back together, assess and help prepare and plan for the future of RS.




Enter: REsource Sharing Coordinator (Bum Bum Bum……)

Previously at Georgia State University

Interlibrary Loan experience: Yes. 

Supervisory experience: ?

Started at BU in August 2014 
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Enter LDP: Leadership Development program

Creating a “Premier University”

Introduction to transformational leadership

Perfect timing for department in transition

Opportunity to put theory to into practice
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Program originally began fall of 2013, Nancy was alum of early cohort as of Spring 2013.  Very helpful in reframing her approach to leadership and management.  It was a personal turning point which created a greater vision for Reader Services and Resource Sharing.
The leadership program is centered on transformational leadership, and as her supervisor, Nancy saw this as an opportunity to introduce Melissa to a broader university community as well as support her new role as a Resource Sharing coordinator with supervisory duties.  





Transformational Leadership
“When leaders broaden and elevate the 
interests of their employees, when they 
generate awareness and acceptance of the 

purposes and mission of the group, and when 
they stir their employees to look beyond 

their own self-interest for the good of the 
group” (Bass, 1990).
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TL is a way to create a mission or vision for your department. Set goals to meet for that mission; encourage your employees to buy into the dept’s mission, support their ideas for improvement. It’s a way to improve on the status quo. 



four components of transformational leadership

Idealized Influence

Inspiration Motivation

Intellectual Stimulation

Individualized Consideration
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Idealized Influence: Lead by example. Model the changes you want to see. You want your employees to trust you and have faith that you have their best interests in mind. Example: if you want your employees to feel comfortable sharing ideas/concerns, you should also be transparent with your communication.
Next up is:
Inspiration Motivation: Charisma. I think of it as say it and do it. Share your vision and expectations with your employees. Show your enthusiasm for it through your actions. This is about inspiring and motivating them to take ownership of the vision.
Then we have:
Intellectual Stimulation: It’s not just how you approach problem solving; it’s how you encourage your employees to approach it. It’s about encouraging innovation and creativity. 
Finally there is:
Individualized Consideration: Get to know your employees-their needs, their motivations. Understand that everyone isn’t the same. Everyone doesn't have the same skill set or even the same level of potential. Give feedback to help them improve. Open communication is key




Sticky points in workflow:

Redundancy between ils and illiad
Email templates
Writing and centralizing documentation
Uncoupling Borrowing and Document Delivery
Branch Libraries
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Email templates:  making sure that Aleph notices and ILLiad notices do not overlap so as not to cause confusion to the patron., Renewal OK/Denied, 
redundancy example:overdues. Bringing branches into the family and finding a way for them to print their own requests



Adopting best Practices 
(THANK YOU IDS PROJECT!!)

#IdealizedInfluence 

Making decisions based on thoughtful analysis and input from 
others.  

Streamlining our services and increasing efficiency

Using the Workflow toolkit as a base 

How?
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Idealized Influence: Making decisions based on thoughtful analysis and input from others.
The IDS Workflow Toolkit provided a template upon which to allow staff to “find their way”.  It was a starting point for them to build a more comprehensive understanding of ILL.




adding new services and procedures
Website redesign

New overdue workflow/Emails

Branch printing

Writing up job procedures and centralizing them in 
one place

Separating Document Delivery from Borrowing 
transactions

#Inpirational Motivation: Using your employees to update 
your vision, mission, and strategies
#Intellectual Stimulation
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Using team to update vision, mission, and strategies.  (Inspirational)
Asking associates to pick up the concept and elaborate on it (Intellectual Stimulation)
Approaching and discussing innovative ideas at staff meetings.
Stakeholder identification and buy in….allowing them to identify problems in the way things are currently done.

Idealized Influence and Inspiration Motivation
Resource Sharing roundtables
Shared Google Docs for ideas
Being open to reasons for resistance 



encouraging participation & innovation
#Intellectual Stimulation: Inspire employees 
to share their own ideas for new procedures 
or better ways to handle old ones
Encourage reevaluating the status quo

Encourage sharing ideas without of fear
Resource Sharing Roundtable

Shared Folders

Developing Document Delivery policies and procedures
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Get everyone involved in the process so that they take ownership of it.
Email templates, book strap

Resource Sharing roundtable is a meeting with staff from all locations. We give updates, discuss issues, talk about things we want to accomplish Shared Folders: documentation, instructional videos, etc Doc Del: coming up with new procedures and policies. Figuring out how to do that and troubleshooting our way through it while also keeping in line with current Reader Services policies



minimizing workplace disruption
#Individualized Consideration:Advise each employee 
according to individual needs

Creating a safe and inclusive work environment

Creating an innovative environment 

Communication is key

Document, document, document
Transparent: workflow

Corrective: coaching, discipline,
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Explain your changes, why they’re necessary and how they will help. Listen to your employee’s feedback and concerns.
Be open to new ideas they may have.
Find out about special skills your team may have. That person who loves excel or is really good at writing up manuals. 

As new problems come up, write down how you solved them.

Make documentation freely available to everyone.  Being transparent about workflows allows staff to support one another, to back each other up when someone is sick or on vacation or simply overwhelmed with their volume of work.

Documentation allows people to feel confident in what they are doing and proud of themselves when they perform their duties correctly.  It allows for analysis and inspection and license to make suggestions for improvement.

Increasing self confidence: 
Being open about mistakes, I and associates made and what was learned and how we will avoid those mistakes in the future

Not all documentation should be shared.  When serious corrective action is taken, it requires a swiftness but not not fail to document the interaction for your own record.




what did we learn during our initial transformation?
Be open to learning from one’s mistakes.

Be open to changing course midstream-try new things!

Be persistent and consistent in maintaining trust and buy-in
within department and across the Libraries.

Introduce staff to new and exciting projects throughout the 
organization to increase their sense of value.

Everything is iterative, and ever changing-stay innovative!

Encourage employee generated ideas to improve motivation and 
increase self-determination.

WHAT’S NEXT…..
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Melissa first three points
Be open to learning from your mistakes. It may seem like you’re back at square one but now you have a new understanding of the situation.  Try, learn, and grow. Be open to changing course midstream. Don’t be afraid to try new things. New routing rules, new procedures. Be persistent and consistent: Be transparent about what you’re doing, share your plans, and get feedback from stakeholders both direct reports and secondary relationships like collection development, bibliographers, cataloging, etc.




Reinvigorating REader Services and REsource Sharing!
Growth: Adopting Access Services

Transition:
5 new employees in the department

Stacks Maintenance responsibilities

Remote Storage & Courier Services

Benefits of this Transformation:
Opportunities for promotion

Emerging Leadership

Seamless Document Delivery 

Presenter
Presentation Notes
This presentation is not only about transformation but about growth.

The director of access services retired, and we saw an opportunity to create a more seamless relationship between Reader Services, Resource Sharing, Stacks Maintenance and the Remote Storage Facility.

The transition includes folding 5 new employees under the umbrella of Reader Services and Resource Sharing.  It means a huge investment of time analyzing workflows and relationships and how to best support and create them.

Benefits:  4 employees were identified for their talent and work ethic and were promoted.  It supports emerging leadership.  Where we’ve only implemented document delivery on a small scale, we are able to grow it exponentially and seamlessly given all available players.



IN closing….
We’ll never stop changing, ever. 

Determine your best leadership strategy and stay focused on 
practicing the theory.

There is always room for improvement-always.

Stay positive and enthusiastic!

Give feedback generously and receive feedback with an open 
mind.
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Determine your best leadership strategy and stay focused on practicing the theory. Transformational leadership is our strategy but it doesn't have to be yours. There are so many options out there. Find the one that fits with you and practice it. There is always room for improvement-always. Remember that this doesn't mean you're doing a bad job. It can be that you read about something new you want to try or learned something at a conference Stay positive and enthusiastic! Lead by example. Set the tone for your workplace through your actions.



Questions/discussion/comments?

ASK AWAY!

Nancy Abashian abashian@binghamton.edu

Melissa Perez mperez@binghamton.edu
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