
Harnessing modern 
workflows to accelerate 
community outcomes.



FOREWORDTrends and Goals in Public Libraries
During these uncertain times communities need libraries. The pandemic has forced even the diehard 
technophobes to navigate the digital world for the first time and libraries have been a consistent source 
of service and support. Each day librarians face new and unexpected challenges, and we rise to the 
occasion of meeting the changing needs of our communities. Now, perhaps more than ever, frontline 
staff are asked to take on extra tasks, acquire additional skills, and serve customers in new ways. In 
order to meet these new demands, we must seek ways to save time behind the scenes. By improving 
workflow efficiency and streamlining our routine tasks we can maximize the time we have to directly 
serve our customers. 

The tools detailed in this report can automate routine tasks so that staff on the front lines are available 
to assist customers with new and emerging needs. These tools can help libraries make effective use 
of the data that helps us effectively analyze trends and set goals. Librarians have great instincts, and 
we pay attention to what our community needs, but we also require evidence to back up business 
decisions and demonstrate that we are spending money wisely. Data helps us choose materials of 
interest to our community and avoid wasting tax dollars which can be allocated to other services.

Libraries are no longer just spaces for books, but for meetings, homework help, classes, and 
makerspaces. Physical space is at a premium, so every single item that we shelve has to earn its keep. 
We need tools that support the sustainable management of discarded books.

We have a responsibility to deliver a collection that matches our readers’ interests and opens their 
eyes to the diverse communities around them. It's not enough to be generically diverse, we need to 
be diverse in all the right ways. To do this we need tools that give us a true indication of how our 
collection is relating to the customers who use it. 

By taking advantage of the intelligent services available from our partners at Baker & Taylor, we can 
be more efficient with our resources, more responsive to our customers and more responsible with our 
funding. All while delivering library services that empower our communities.

TRACY STROBEL
Executive Director at Cuyahoga County 
Public Library, Ohio
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CHALLENGES FACING LIBRARIES:
Mitigating the impact of COVID-19 on the role of the Librarian 
The pandemic added to existing pressures felt by librarians and created new 
stressors. According to a study by Public Libraries Online in 2021, nearly one-
third of library staff, or 35%, "have had their roles change within the library," 
while 57% of library staff have reported "burnout."1 Ensuring staff have the 
tools to work efficiently and manage new responsibilities will remain a           
pressing need.

Ensuring Diversity, Equity and Inclusion   
Members of the community need a library service where they can see a 
reflection of themselves and the world around them. 

This begins with a diverse library workforce. The voices of many are integral to 
the delivery of inclusive library services that meet the ever-changing needs of 
the community. 

In collections, ALA's State of Libraries report found that libraries often lack "a sufficient number of books by 
authors and illustrators of color," or which represent diverse communities. The pandemic, along with recent 
attention to social injustices and concerns about inequity, have brought this disparity to the forefront. 2

More attention and effort will be needed to address and fill in the gaps to make collections more diverse, 
equitable and inclusive.

Budget Uncertainty 
Libraries are having to do more with fewer funds. Library Journal found that, in 2020, "materials budgets 
as a whole saw only a slight increase of 0.5%, a sizable step down from 2.2% gains" in 2019.  During the same 
time, "63% of libraries reported an increase in their total operating budget," compared to 84% in 2019.3 This 
budget uncertainty coupled with a higher demand for digital content (which can cost up to 4 times more 
than physical material) need not be a cause for concern if cost effective workflows are in place. 

This paper will explore the efficacy of Baker & Taylor solutions designed to support library patrons at each 
step of the collection development process. Baker & Taylor has been working with libraries for more than 
100 years and is helping libraries to serve 80% of the U.S. population.4 By harnessing the power of machine 
learning and predictive analytics, Baker & Taylor solutions can support an agile workflow that is responsive 
to the world’s changing needs.

Libraries have long served as safe havens for communities, providing 
resources and a place for people to gather. During the pandemic, 
libraries and other community institutions faced unprecedented 
closures and suspension of services, requiring a new approach to 
serving patrons. The COVID-19 crisis proved the aptitude of libraries to 
adapt when faced with adversity, as libraries found creative solutions 
during this time of intense need and change. As the world recovers 
from the pandemic, however, libraries must be prepared to continue 
adapting as we learn to live in a  post-COVID era. 

AMANDEEP KOCHAR
President and CEO, Baker & Taylor

“The persistence 
of the coronavirus 

pandemic continues 
to expose the degree 

to which societal 
inequities are 

inextricably linked.”

– TRACIE D. HALL, 
ALA EXECUTIVE DIRECTOR

1. http://publiclibrariesonline.org/2021/04/the-impact-of-covid-19-on-library-staff-supporting-health-and-well-being/
2. https://www.ala.org/news/sites/ala.org.news/files/content/State-of-Americas-Libraries-Report-2021-4-21.pdf
3. https://www.libraryjournal.com/?detailStory=The-Price-of-a-Pandemic-Budgets-and-Funding-2021
4. Based on comparison of B&T customer list and data from the Institute of Library and Museum Services (IMLS) Public Library Survey FY2018.
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Dead on Arrival (DOA) reports can help librarians identify material 
that is not resonating with patrons. DOA reports identify material 
added to a collection during a 12-month period that does not 
achieve more than one circulation. By identifying DOA titles, a 
library can identify wasted spend and adjust purchasing to 
be more aligned with patrons’ current interests. 

of material in public libraries is DOA

with ESPReduce DOA by

18%
7%

Reducing Dead on Arrival
Libraries build and support their communities by connecting patrons with the information they want 
and need. However, growing populations and changing tastes can make it challenging for libraries to 
ensure their collection matches their communities' ever-evolving interests. 

Add in budget uncertainty and fewer staff, and it becomes vital that libraries are prepared to apply 
more than gut instinct when selecting new material. No one wants a glut of unwanted books clogging 
space and distracting from important tasks.

DOA can be reduced with the help of tools like Evidence-based Selection Planning (ESP) which feeds 
analytics about current and future titles to B&T’s state-of-the-art ordering system, Title Source 360.

Libraries that regularly use ESP to support selection in Title Source 360 have been found to reduce their 
DOA. A recent study into the average DOA of Non-Fiction and Fiction material in a sample of 22 U.S. 
libraries found DOA was 18.43%. After regular use of ESP’s predictive analytics to select current and pre-
published titles, the sample reduced its DOA by 7.26%. 
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In addition to selecting material suited for their patrons’ current tastes, it is important that libraries 
ensure their collections represent a wide variety of voices and perspectives.

Healthy communities need access to inclusive library collections where patrons can find material that 
lets them see a reflection of themselves and celebrate the differences that drive cultural, economic, 
and social innovation. Yet creating and managing a collection that encompasses the wealth of human 
experiences can be complex and time consuming. 

Globally, there is disparity when it comes to diversity, equity and inclusion (DEI) within library 
collections. Comparing collections in the U.K., U.S., Canada and Ireland, the U.S. has the highest 
average of DEI titles in collections, 17%, compared with the U.K., where DEI titles account for 8%. The 
U.S. region with the highest percentage of DEI titles is West at 16.9%. 

Amid uncertain budgets and shrinking 
staff, libraries may feel challenged to 
devote the energy needed to improve 
their representation of diverse viewpoints 
and authentic representations in                      
their collections. 

A solution lies with the world’s leading 
evidence-based collection performance 
improvement tool, collectionHQ. 
collectionHQ uses the library holdings’ 
metadata to perform a comprehensive 
analysis against industry accepted DEI 
topics, providing libraries not only with 
instant access to information about the 
amount of DEI material in their collections 
but also data on topic and format at both a 
system-wide and branch level. This data-
driven solution can help to identify gaps in 
print and digital collections. Libraries can 
use collectionHQ to support action plans 
leading to more diverse, equitable and 
inclusive purchasing decisions.

Curating Inclusive Collections
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is the West
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COLLECTION 
MANAGEMENT:
MAXIMIZING RESOURCES TO MAKE 
BUDGETS GO FURTHER 
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Making strategic use of 
dead items can lead to 

significant cost savings. 
Our research found that 

libraries with 5-20 branches 
have a median number of 

7,000 books available to 
replace material at other 

locations. Assuming an 
average book price of $15 

would equate to a saving of 
$105,000 by not having to 

purchase new material.
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Increasing Usage of Existing Material
Sometimes material in a collection is simply mismatched to the branch or immediate audience and 
could perform better at another location. An evidence-based tool can help discover material that may 
be poorly circulating at its current location, yet in demand at another. 

Low circulation can indicate surplus copies are available, existing copies are in poor condition, or 
the title isn’t resonating with the surrounding community. When you are removing overused copies 
from one branch, a toolset like collectionHQ can help you identify and replace with surplus copies 
from another branch. This tool can be especially useful if your library uses floating or assigned                     
home locations.



Sustainable Weeding
Libraries are often at the forefront of important 
issues, and environmental sustainability is one 
that libraries, and their patrons, have been quick 
to embrace. 

As IFLA states: “As institutions with a societal 
mission, it is natural for libraries to seek to 
address the major societal challenges of today - 
and there are fewer greater than sustainability.”

One way libraries have been able to lead the way 
on this important issue is through sustainable 
management of weeded items. Libraries that 
use a more efficient, data-driven collection 
management process have been able to enhance 
their capability for sustainable weeding and 
generate additional benefits.

Baker & Taylor’s Sustainable Shelves Program 
(SSP) manages the responsible removal of 
weeded items and gives the library credit for 
salable items. Books that are not suited for resale 
are responsibly recycled, and library staff are 
spared from managing book sales or researching 
donation options. 

In Tennessee, the Oak Ridge Public Library used 
collectionHQ coupled with Baker & Taylor’s SSP to identify 
and arrange the sustainable removal of items. Items resold 
through the SSP generated credits that were used toward 
50% of the library’s collectionHQ subscription, supporting 
the delivery of a vibrant and circulating collection. 

“The combination of 
being able to see what 
hasn’t circulated against 
what is needed for the 
community, coupled 
with SSP being able to 
take away those boxes 
sustainably, has enabled 
us to begin to create 
the collection that our 
patrons asked for.”
– GIGI BAYNE, 
COMMUNITY SERVICES LIBRARIAN, 
OAK RIDGE PUBLIC LIBRARY

411,821 books
collected for resell through B&T’s 
Sustainable Shelves Program over 
12 months.

Case
Study
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COMMUNITY 
OUTREACH:
ENHANCE ENGAGEMENT WITH 
RESOURCE SHARING 
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The COVID-19 pandemic pushed us all into a more digital world, as schools, doctors, libraries and other 
services transitioned to offering virtual experiences. Because of this shift, the pandemic exposed a 
wide divide between people who have access to digital material and tools, and those who don’t. Public 
libraries can help smooth the gaps and fill an essential need by partnering with schools to increase 
access to technology and digital material for all students. 

Baker & Taylor is doing its part to promote strong relationships between public service and educational 
institutions that benefit the local community through the Community Sharing Program, powered by    
Axis 360, which directly connects students to the wealth 
of content at their local public library.

With Community Sharing, libraries deliver digital 
collections to students while at school and on the 
devices used for everyday learning, engaging students 
who otherwise may not have the access to the materials 
needed to learn and grow.

Before the implementation of the Community Sharing Program, students in 
Pasadena, Texas, relied on their parents or guardians to take them to the public 
library and register for a library card to gain access to digital materials.

Using Community Sharing, students in the Pasadena Independent School 
District were able to log on to the school library management system and access 
digital materials in both the district and the Pasadena Public Library using their 
school credentials, an experience described as “seamless” by Melissa Rippy, Director of Libraries & 
Instructional Materials for Pasadena Independent School District. 

The benefits for both the students and library were soon clear. 

Case
Study

“It is proof that the public library/school district cooperation strengthens both and is a great benefit to 
the students for the low price of zero dollars. All this cost us was labor and time,” said Martin Shupla, 
library director for the Pasadena Public Library. 

At the conclusion of 2020, less than a year of using Community 
Sharing, the Pasadena Public Library had experienced a 15-fold 
increase in circulation of K-12 collections of eBooks and audiobooks. 
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An Efficient and Reliable 
Cataloging Process
Now more than ever, libraries require an efficient 
cataloging process that guarantees accurate 
information. Traditionally, updating Machine-
Readable Cataloging Record (MARC) records 
has been time consuming, so Baker & Taylor 
introduced BTCat, a state-of-the-art library 
cataloging utility and database featuring a robust 
record database, feature-rich editor and authority 
control built on the most advanced web-based 
technology. BTCat also has multiple options 
for creating, editing, merging, and exporting 
MARC records. And because the interface is 
customizable, users can enable the features they 
need and disable those they don’t.

Libraries dealing with labor shortages coupled 
with increased importance of “front of the house” 
management and community engagement, 
requires a review of “back of the house” activities 
including, processing, cataloging and selection.

In York County, S.C., the Public Library’s staff 
was able to catalog material significantly 
faster using BTCat, freeing up staff to focus 
on other tasks.

As Ann Johnston, a Cataloger with the York 
County Public Library said: “The time spent 
importing and editing the MARC records 
for that shipment was cut by 40% compared 
to the same process performed using our 
previous provider’s service with the same 
number of books.” 

Johnston also noted that the 
content was substantially 
more complete, saving time 
previously needed to fill in 
tags that were left undone.

Case
Study

“If there are any libraries out 
there that are short-staffed, 

or find themselves with a 
substantial backlog, BTCat is the 
most cost-effective, time-saving, 
user-friendly product I’ve found.” 

– ANN JOHNSTON, 
CATALOGER, YORK COUNTY 

PUBLIC LIBRARY
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Shelf Ready Library Material
Libraries looking for improved efficiencies and cost savings can 
find a wealth of solutions in Customized Library Services (CLS) 
from Baker & Taylor. CLS offers a range of resources, including 
strategically located distribution centers, shelf-ready materials, and 
sophisticated technologies, to provide the efficiencies and expertise 
to exceed customers’ expectations.

CLS’ shelf ready library material, for example, can significantly free 
up staff to focus on other projects, as illustrated by the Gail Borden 
Public Library’s experience.

CLS can provide shelf-ready material for a variety of needs, 
including special collection projects, such as opening day or 
expansions, or ongoing orders.

The Gail Borden Public Library in 
Elgin, Illinois wanted to free up staff 
time to focus more on customer 
engagement and new initiatives, so 
they decided to move 90% of all books 
purchased to CLS to receive their 
materials fully shelf-ready with CLS 
processing and custom cataloging.

In their first month with CLS, the library received 59% of their 
books shelf-ready. Within three months, they ramped up this 
percentage to 88% of all books ordered. The benefits were 
“quick and striking,” said Robert Moffett, the library division’s 
Chief of Access Services. 

“With such a high percentage of materials arriving 
shelf-ready and a cataloging error rate of only 2-4%, we 
discontinued our internal check for cataloging errors,”           
he said.

Case
Study

“With our 90% 
target within reach, 

very low error rate 
and virtually all 

books arriving 
fully processed, 
our partnership 

with CLS allowed 
us to reorganize 

and right-size our 
Technical Services 

department.”
– ROBERT MOFFETT, 

DIVISION CHIEF OF ACCESS 
SERVICES, GAIL BORDEN 

PUBLIC LIBRARY
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Libraries are always responding to changing trends and needs, and 
the COVID-19 pandemic highlighted the need for agility. A robust 
workflow that takes advantage of the latest technology ensures 
libraries are prepared for and able to navigate uncertain times. 

Predictive analytic tools offered by ESP and collectionHQ assist 
libraries in making decisions, such as how to best match patron 
demand with supply and ensure collections represent an authentic 
and ever-evolving range of voices and experiences. Solutions 
such as BTCat, SSP and CLS relieve burdens on overworked or 
stressed staff, giving staff more time to focus on programming 
and improving community outcomes. Partnerships such as the 
Community Sharing Program enhance a library’s engagement and 
outreach. Together, these solutions not only save libraries time and 
money, but they also create a streamlined, efficient, and nimble 
system able to respond to whatever the future may bring. 

Partner with Baker & Taylor on any of these platforms and you will 
have a dedicated Customer Success Manager to support you at each 
step as you implement modern workflows. 

Contact your B&T or collectionHQ rep 
today for more information.

Summary and Conclusion

Avoid wasted spend by reducing non-circulating material by 7%

Save approximately $105,000 by maximizing existing items5

Increase efficiencies and save staff time

Improve the library patron experience

5. Savings could be more for larger libraries.
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