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This report builds on the work already underway by the 2CUL TSI eResources Troubleshooting Team.  Their efforts included a review of policies and staffing for eResources access issues as well as the different systems in place for handling them.  Troubleshooting access related issues involves a broad and often detailed understanding of many aspects of managing eResources collections.  The work by the Troubleshooting Team helped to inform the 2CUL TSI eResources Working Group as we reviewed eResources activities, concentrating more on the full life cycle for eResources added to our prospective collections. 
There are certainly many similarities in eResources activities at both Columbia and Cornell University Libraries.  The work required to acquire and maintain access to online resources is necessary at each institution.  These activities include licensing, activation, availability of bibliographic records in each of our systems, invoicing, subscription maintenance and troubleshooting.  Many additional details could be added to this short list including essential communications with selectors, vendors and publishers, working with invoicing problems or securing usage reports to assist in the analysis of current collections.  Both institutions maintain eResources primarily to fulfill these responsibilities and both operations are included in a larger department with serials and continuations.  The complexity of our online collections is also comparable as is the large expenditure of collection funds devoted to electronic resources (Columbia: 54%/ Cornell : 58%)  In a period of tightening budgets and loss of staff positions, eResources, despite the extensive automation of numerous procedures, has been a growth area requiring additional staff and specialized expertise.
eResources Assignments and Staffing
Each institution has chosen to handle eResources activities differently.  These differences reflect the history of each organization, reporting structures, existing individual skills, local policies, philosophies & decisions and staffing availability.  Although the core eResources units are responsible for activities such as licensing and troubleshooting, our procedures for handling e-subscription orders, maintenance and invoicing differ considerably.  Both approaches successfully accomplish their assigned goals, which are critical to each organization’s success.
Columbia’s eResources staffing is more consolidated within the eResources Management side of their Continuing & Electronic Resource Management (CERM) Division.  The eResources staff members are responsible for a much broader and more complete range of activities to help support their online collections.  By concentrating staff resources and building higher level expertise in a unit responsible for a fuller range of eResources activities, Columbia successfully addresses the needs of its growing online collections.  Similar to Cornell the addition of new responsibilities and requirements for more technical skills has had an impact on the level or classification of positions.
Cornell also has built an eResources Unit with core, higher level eResources skills, but has also dispersed more eResources related activities to staff outside the primary unit who have extensive experience with serials ordering, invoicing, subscription maintenance and renewals.  In addition, some Serials Unit staff members have assignments to maintain title lists required for some larger publisher-based e-journal collections  For example, Cornell’s Library Technical Services (LTS) Serials Unit remains the primary unit for handling e-journal subscriptions, whether e-only, print only or print  & electronic, their invoicing and cancellations and renewals.  Although all eBook acquisitions at Columbia reside within CERM, at Cornell eBook acquisitions are handled within the eResources Unit with important participation from others elsewhere in LTS, including, but not limited to, managing patron driven acquisitions (PDA) plans which are e-only or e-preferred and eBook unit ordering.  Among the staff with responsibilities for eBook acquisition and processing, selected staff have also been trained to do eBook copy cataloging.
Dependencies and Limitations
Both Cornell and Columbia are complex organizations with numerous libraries, some at different locations.  Libraries within each organization might also have varying levels of independent technical services operations.  Similar at both institutions is that licensing and access covering the entire system is usually centralized.  At Cornell the exceptions are the Law Library on the Ithaca campus and resources licensed only for the Cornell medical community.  In general, all eResources at Columbia are licensed for the entire community including Barnard College, Teachers College and the Law Library.  Unless the cost is prohibitive eResources licensed at Law & HSL cover the entire community as well. 
Within each organization lines of communication and interdepartmental involvement also differ.  No eResources unit operates in isolation and there are considerable communications with other functional units of the Library system.  Many of these differences are due to practices and policies predating the advent of online collections.  At Cornell, eResources staff is often involved in discussions with Collection Development earlier in the selection and decision process, with an LTS librarian often participating in meetings and discussions with major publishers and with two LTS librarians serving on the Collection Development Executive Group.  At Columbia, the Director of Collection Development works closely with the selectors to determine whether to acquire an item.  Efforts are underway to include eResources staff earlier in the process.  To learn more about each institution’s intersect between collection development and technical services a 2CUL group has been formed to examine our Wiley journal accounts, large accounts which are at the end of their current contract period.
The eResources Troubleshooting Team has already reported on the different systems currently in use by Columbia and Cornell and how they would present a hurdle to integration if the two operations continue to manage their eResources differently.  With negotiations underway for a new LMS (Alma) including a lengthy testing period, the possibilities for blending policies and procedures would be better clarified during the next 10 months.  
A sub-group of the eResources Group will be analyzing the knowledge bases of systems currently and/or potentially used.  Selection and shared implementation of joint systems will be critical to realizing an integration of eResources activities.  
A critical part of this review will need to be the requirements demanded by the University level financial services units.  The number of institution specific procedures or policies for managing funds and payments will have a major impact on our ability to blend and streamline workflows.  During TSI and the implementation of a new system it will be important to look critically at procedures and practices and where common ground and efficiencies would be found. 

Despite these differences in history and organization, eResources activities at both Columbia and Cornell are not fundamentally different.  Each institution has invested in the staffing and skills necessary for building and maintaining online collections.  Communication is essential within and outside of the primary eResources group.  2CUL eResources staff members, through different groups and efforts, have already been forging contacts with their colleagues across institutions, an important initial step towards TSI.     
