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For those who may not know (or remember), 2CUL is a partnership between the Columbia and Cornell University Libraries.  Its overarching vision is a broad integration of library activities and services in a number of areas, including technical services.  A key component of 2CUL, in fact, was to have been the integration of the central technical services operations of the two institutions.  This project, which we initially called 2CUL Technical Services Integration, or TSI, aimed to create a single, unified, and deeply collaborative operation that would support the broader goals of 2CUL.  The libraries anticipated that the savings in staff effort resulting from this integration would create additional capacity for new or previously unrealizable projects and initiatives.
In the winter of 2013, we began a three-year, Mellon-funded project to achieve this integration.  We created an administrative infrastructure for the work, and we actively encouraged staff buy-in to support this bold and somewhat scary idea.  We appointed several working groups consisting of middle managers and other key staff to represent major functional areas of our respective technical services divisions.  During the first year of the project, these teams compiled inventories of each unit’s staff, expertise, policies, practices, and workflows.  They exchanged information regarding reporting and decision-making structures, as well as dependencies for, and limitations on, the scope of each unit.  And they shared baseline productivity numbers, whenever these numbers were available.  We hoped that this middle-out, rather than top-down, approach would foster important new working relationships in preparation for, and in support of, the eventual integration of the two operations.
Phase 2 of the project, which we began in 2014, called for the start of an incremental integration of functional operations, one idea and one unit at a time.  By the spring of this second year, however, it became clear that we were having serious difficulties in executing the integration, even in an incremental way.  The logistics involved in establishing university-level support for the idea were far more complex than we had anticipated – especially in areas involving administrative differences, union restrictions, limits on access to each other’s financial systems, and delays in purchasing a shared ILS – this last, we felt was fundamental to the overall success of the project.  For these reasons, we reframed our work in Phase 2 as a 2CUL Technical Services Initiative, rather than an “integration,” and we shifted our focus to what we could do together to realize mutually beneficial improvements in quality, productivity, and service to the 2CUL user community.
Among the discrete projects and tasks that we accomplished together during the second and third years of the project were: the evaluation and eventual implementation of separate instances of the Intota ERM product; collaboration on RDA training and documentation for support staff; sharing code and ideas for further development of our respective Blacklight discovery systems; examining possibilities for shared troubleshooting of e-resource access problems; working with catalog record vendors to improve the quality of their products; developing guidelines for joint negotiation with e-resource vendors; coordination of activities sponsored by the metadata working groups at the two institutions, with both local and remote options for participation; and conducting a comparative study of print serials workflows at both institutions.  In the late summer of 2015, however, Columbia and Cornell decided no longer to pursue the idea of licensing a joint ILS together, or even licensing the same ILS product – a decision that put a definitive end to the original vision for TSI.
Nonetheless, in late 2015 we agreed to continue to support and refine the collaborative framework we created for 2CUL TSI in what we are calling a strategic alliance.  Kate will talk about this latest development.
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As Jim said, the original 2CUL vision did not materialize. We wondered if in fact anything could be salvaged from 3 years of hard work.  But after a good deal of soul searching and reflection, project leads agreed that we had planted seeds that could grow into to mutually beneficial initiatives and projects.  Senior administration agreed that TSI should continue as the “2CUL Technical Services Strategic Alliance.”   We also had buy in from staff, especially in non-MARC metadata and electronic resources.  We were pleased that a staff survey developed by our assessment officers revealed that there had been a measurable culture shift toward openness to collaboration.  We formalized the goals of the new alliance in 2 broad areas:
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1. To work together on discrete projects and initiatives of mutual strategic interest, whenever collaboration is likely to lead to better overall quality, greater productivity, improvement of services, and/or fruitful innovation than working alone;
2. To preserve, promote, and invoke the 2CUL brand in broader collaborative forums – for example, the Borrow Direct consortium, the Linked Data for Production (LD4P) initiative, and the Program for Cooperative Cataloging (PCC) – in which the 2CUL alliance is likely to serve as a catalyst or provide the partner libraries with increased leverage in negotiating and advancing mutual interests.
We plan to maintain a lightweight administrative infrastructure to foster and support the alliance. 
What are some examples?
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The Linked Data for Production (LD4P) grant is a good example of a project of mutual strategic interest.  The 2CUL brand was also a selling point in Stanford’s grant proposal.  The project Rationale noted that “Columbia and Cornell’s Technical Services Departments are already allied through another Mellon-supported project called 2CUL.”   Cornell is providing Columbia with space in VITRO to create linked data for art objects.  Without this assistance, Columbia would not have been able to participate.  Without 2CUL, it is unlikely that Columbia and Cornell would have comprehended the potential utility of working together in this way.  The success we anticipate in moving forward in linked data will be in no small part due to the strong collegial relationships that developed in the TSI non-MARC Metadata working group.
[bookmark: _GoBack]This leveraging of collegial relationships is also occurring at the AUL/Director level.  Former Cornell managers now hold positions at Yale, Harvard and Brown.   Bob Wolven informally calls this the 2CUL Alumni Group.   2CUL has given us a “license to collaborate” and it seems natural to take advantage of new opportunities to work together given our enhanced cultural inclination to work with partners beyond the administrative and geographical boundaries of our own institutions.  This network can be seen at work in Borrow Direct, Ivies Plus and increasingly in discussions with vendors.
The PCC has also benefited from 2CUL although it is harder to point out specific instances.  As PCC moves away from MARC, collaboration with groups outside the library community is a necessity.   PCC leadership, standing committees and task groups have 2CUL members and their experience and belief in collaboration influences outcomes.  The LD4P connection is recognized in the PCC Strategic Directions and new task forces include LD4P representation.  LD4P sees the PCC has the natural home for standards and training.  The success of this relationship is critical for technical services going forward and should be watched and encouraged.
The 2CUL TSI Alliance is not the outcome we expected 3 years ago but we hope to demonstrate the benefit of investing in the creation institutional alliances.  No such framework for broad-based technical services collaboration between separate research institutions currently exists, and it is with this model that 2CUL Technical Services will be exploring new ground. 
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