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CHAPTER 1

Introduction: Business Process
Management (BPM) and
Electronic Resources
Management

Abstract

The nature of electronic resources management (ERM) work is a disparate
and patchwork business, and the organization of workflows and processes
is increasingly critical for successful management of electronic resources in
libraries. In this book, the authors describe the application of the proven man-
agement theories of business process management (BPM) at the University
of Maryland University College (UMUC) Library. The application of BPM theo-
ries to ERM work allows a small staff to manage a large amount of ERM work,
making processes more consistent, efficient, and effective, while also allowing
libraries to more easily review their processes during periods of growth and
organizational change. Application of BPM processes at the UMUC Library can
readily be adapted by all kinds of libraries. The chapter concludes with a sum-
mary of the themes of the subsequent chapters.

Keywords: Academic libraries; Business process management, BPM; Electronic
resources management, ERM; Organizational change; Organizational structure;
Project management.

1.1 INTRODUCTION TO THE BOOK

As electronic resources in libraries proliferate and are increasingly
difficult to manage, the need to organize and maintain them
grows in proportion. This holds true for all libraries: Either in
managing the changing workflow processes from print to elec-
tronic or in the case of our university, the University of Maryland
University College (UMUC), continuing to manage primarily

Maximizing Electronic Resources Management in Libraries — © 2016 by L.A. England and S.D. Miller,
ISBN 978-1-84334-747-7 Published by Elsevier Ltd.
All rights reserved. 1



2 Maximizing Electronic Resources Management in Libraries

electronic resources with a small print collection of our own and
no physical library space. This can be an overwhelming task with
a disparate set of electronic resources and the complexities of the
staff, systems, and tools that maintain them.The thought occurred
to us one day as we were managing the growing set of resources,
both proprietary and open access: How can we manage with a
small staft and yet obtain effective results? We were experiencing
an overload of work and thought about what we could do before
it became too much to manage and overly unwieldy. The funda-
mental idea was to take hold of and survey what we did as soon
as possible in order to grapple with the electronic resources man-
agement (ERM) work and contain it. What tools were on hand
to do this organizing? In the midst of a plethora of work both
online and in paper, how to organize all of this in a systematic
way? The way we were thinking was to strategically plan for the
future in order to proactively assess now what might happen in
the future, and to continue this assessment on an annual or peri-
odic basis.

This is the basic premise of the book: To search for and apply
organizational tools provided by proven management theories that
helped us manage electronic resources. Organization of ERM is
critical. We believed this approach could provide an effective struc-
ture by which our work would progress and grow as well as readily
adapt to changes at our institution and in ERM. An effective under-
lying organizational structure would provide the support for devel-
oping technology, systems, and tools. We thought that if we were
organized in our approaches to workflows, this would help to guide
our project management and everyday operations more effectively
and in a centralized fashion. How to do this in a systematic and
strategic way was essential for ERM, we realized, and we reviewed
and studied management theories to help organize our everyday
workflows and projects. Ultimately, we wanted to take a larger view
of our ERM work and take into account systems available to librar-
ies and at our institution in order to support ERM at the organiza-
tion as a whole.
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1.2 HOW WE DECIDED TO USE BUSINESS PROCESS
MANAGEMENT

Both of our backgrounds are in business and management and it
dawned on us one day that we are already thinking about project
management techniques and management theories learned in our
master of business administration’s programs. Why not apply these
theories to ERM? The very idea of the application of management
theories seemed to fit logically and naturally with our workflows.
At UMUC, the focus is on virtual online access to courses and ulti-
mately, virtual access for our patrons. UMUC was founded as a
distance learning institution and the requirements for this type of
academic environment are very unique. The UMUC Library, while
in an academic setting, is also very unique. We have a small staft that
could make changes readily. We could also make decisions quickly
and even consider all sides rapidly in a few meetings. The environ-
ment at UMUC is that of change and rapid adaptations to change.
Quickly arriving at solutions in the constantly changing environ-
ment of distance education is very important here.We do operate at
a faster pace than many other academic institutions.

With the ultimate goal of providing the best access possible for our
users, we embarked on a path of distilling down the best of the manage-
ment theories to use with our ERM work. Then we began to realize
that this could be applied at any library with divergent workflows. We
wanted to turn ERM on its ear and think of outlier ideas and plow
ahead with innovative notions. We thought that this new focus could
lead to many possibilities for ERM. Innovation is fostered at UMUC
and this did seem to be the best path for us. But, we also thought that all
libraries could benefit from our ideas even though they operate differ-
ently from our own.

1.3 PURPOSE OF THE BOOK

Our book offers a very unique perspective of ERM in libraries: The
application of sound management theories to ERM. We chose busi-
ness process management (BPM) principles. These theories offered
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sound practices for the organization of ERM work processes. It turns
out that these fit ERM workflows very well and it seems natural to
apply BPM to ERM.The larger perspective and breaking the bound-
aries of ERM practices were just what we needed. With such a small
staft, one person and several very part-time personnel, organization to
get a much better sense of the direction and strategic focus of our
work was critical. In a way, the application of BPM is so expansive in
terms of the approach to our work, and yet the applications we will
discuss actually created a much more manageable structure for us. We
roped in divergent processes, created new structures, and in a simpler
way, perhaps even smaller. But all of this was so manageable that we
could see what we were doing at all times and improve over time.
With a larger staff, this is a much more involved process, but very
worthwhile to go through as we will demonstrate.

As an application, BPM for ERM is very beneficial by leading to
effective organizational changes within the context of the organiza-
tional environment. Environmental scanning is the critical first step for
improving ERM at a major institution. What is the organization plan-
ning and what direction is it taking? In higher education, disruptive
technologies are changing the landscape for our organization. Under-
standing these changes and adapting to them 1s essential for ERM. But
adaptability takes some time and planning. BPM allows for these
changes by providing a vessel in which to make the changes according
to the organization’s environment. We found we needed to be part of
these changes rather than clinging to the traditional methods of ER M.
Quick adaption is the key for ERM and we did not want to be left
behind. Also, containment of costs to manage our electronic resources
is something we had to build into our process, and BPM allowed us to
brainstorm and apply all sorts of cost-effective measures, in areas from
licensing negotiations to operations. What we also wanted to develop
are transformative solutions for ERM that might be considered to be
outside-of-the-box but are actually based on sound BPM theories and
practices. We decided to stand on the shoulders of the BPM giants of
the past, present, and future in order to get the broader perspective we
needed to transform ERM and become more agile in our work
environment.
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The applications of BPM to ERM noted in the book will offer
librarians a skill set that is distilled and that they can readily apply. We
did not set out to become “black belts™ in the application of the theo-
ries. Instead, we studied BPM and decided to apply selected elements
in manageable ways to transform the landscape of ERM. What we
want to provide to the reader is a study of BPM and actual applications
of BPM in order to help librarians recognize the changing landscape of
ERM and seize the opportunity to adapt rather than the alternative of
failing to recognize changes. The current means of ERM can be effec-
tive but really taking a look at what our patrons are doing and what
they actually want from electronic resources is our focus. While ERM
is a relatively new field of librarianship, our business model could be
constrained by current library practices, which in turn would not allow
us to adapt as readily. Driving change in ERM is essential for reaching
a goal of effective and valued ERM within the institution. Seeking new
ways makes changes continual and constant depending on the organi-
zation environment in which you find yourself.

BPM can be adapted to grow and expand with the ERM func-
tions in unique library environments. The theories provide the means
to effectively review the structure and work processes in order to
think of new and innovative ideas. This frees us up to review what we
are doing now, what we want to do in future, and develop ways to
make it happen. The complexities of ERM work processes are evi-
dent, but is there a way to streamline our work and compete in an
increasingly cost-efticient environment? Easing work loads and mak-
ing processes and services more agile is very beneficial. That is the
ultimate goal of BPM to ERM: more efficient and effective ERM
work processes that can readily be understood by the organization
and even partnering with organizational members that can only
enhance ERM services in future.

1.4 FOCUS OF THE BOOK

The focus of the book is not so much on the ERM systems and
tools available, which are uniquely set up for each library, but more
on the organizational tools that BPM can offer. This may be an
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unusual notion, but our premise is to provide what the user wants
most—ready access to needed information resources in a way famil-
iar to them in a “Googlized” world. With a small staff, the idea of a
user-centered focus made sense to us. The ERM systems are espe-
cially important to libraries, but with our small staff, we think that
the idea of organization so that the resources could be effectively
maintained with a streamlined process and shifting that focus from
a systems-oriented position to a customizable focus had much
merit. Spinning out of a systems-based approach for us into a user-
centric approach to ERM seems the best path for the future. At the
same time, ERM systems are critical of course, but the idea is to
think outside of these systems to see and learn what will be ideal for
our users.

BPM allows for creativity and letting our ideas flow. We view
what we are doing now with an eye toward the future of ERM as
academic libraries and the vendor environment continues to grow
and change. While the process can seem overwhelming at times and
even seem to lack direction, we have experienced an increased level
of ideas that we might not have been able to do as readily, if it were
not for the application of BPM. Most of these ideas come at the
time of brainstorming what we would like to see, improve or imple-
ment, but the ideas can also come later on while we are applying
improved workflows and during the process of review. In a sense, we
became an ideation group for ERM, not experts in the fields of
strategic change for ERM at first, but as a group that could lead the
way to make sound and cost-effective changes nevertheless. While
we were in the midst of maintaining ERM operations and proce-
dures, we could still envision what we could do in future to attain
improved economies of scale and foresight into technological devel-
opments. We shook up our new, but already established practices in
order to form a model of ERM that could adapt to a rapidly chang-
ing environment, that is, the world of libraries. We began to think of
ERM as a business model for improved operations and cost
efficiencies.
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1.5 SUMMARY OF THE STRUCTURE OF THE TEXT AND
THE APPLICATION OF BPM TO ERM

The structure of our book starts with a brief overview of ERM as
we know it today, what ERM does, and why it is so increasingly
important for libraries and institutions. In Chapter 2, we then dis-
cuss ERM from a knowledge work perspective based on our
notion of the very essence of how ERM works. As we will show,
the experience of managing electronic resources is the formation
of a knowledgebase of linked tools, resources, and staff. We will
also discuss how important ERM is to the infrastructure of library
management today. We not only review the importance from an
operational point of view, but also take a good look at our patrons’
perspectives, which are evolving at an increasing rate. This is the
most important basis of our BPM work. In a sense, our users are
as involved in the infrastructure review as our ERM staft. This
review establishes the basis from which we grew our ideas of BPM
to ERM.

In Chapter 3, we give a more in-depth overview of why organiza-
tion is so important to ERM. This leads to streamlining our workflows
with the purpose of innovations with effective and productive results.
We focus on how to make our work more effective—can we change
what we are doing, even for certain process, which will lead to larger
changes? Breaking down the application of BPM is just as effective as
undertaking a massive change process. One step at a time was our
approach, which over time has led to the bigger changes we sought from
the beginning.

Before we applied BPM principles, we undertook a review of the
history and principles of BPM, in order to understand the importance
of BPM, as we discuss in Chapter 4. This included an in-depth review
of how BPM has made for organizational change at many different
companies in a wide variety of fields. We built our approach to the
application of BPM to ERM on the shoulders of the giants of manage-
ment theories and principles.



