ALCTS Preservation and Reformatting Section

Restructuring Plan

August 29, 2008

The following restructuring plan has been approved by the PARS Executive Committee. This plan is similar to a proposal dated June 16, 2008, but has been modified based on discussion and recommendations from PARS members during the 2008 ALA Annual Conference in Anaheim, CA. The plan described below sets a new baseline for a section that is constantly evolving according to the needs and interests of its members. It is expected that organization units will come and go, merge, divide, change their names and redefine their scope over time. 

Goals for restructuring:

1. Represent PARS and its committees and interest groups in language that appeals to and is readily understood by a broad array of ALA members. 

2. Make it easier for PARS members to attend programs and meetings in other ALCTS sections and ALA divisions by reducing the overall number of PARS meetings scheduled for each conference. 

3. Establish a structure that will be successful and sustainable with the number of PARS members who are able to serve as section officers, committee members, interest group chairs, liaisons and representatives. 

Major outcomes of restructuring:

1. Consolidate from 10 committees to 5  as described below.

2. Consolidate from 9 interest groups (formerly discussion groups) to 5 as described below.

Charts of the old and new structures appear at the end of this document. 
Principal changes from the June 16, 2008, proposal:

1. Longer transition period

2. Increased opportunity for chairs and members of current interest groups and committees to define their work and select leaders for the new structure. 

3. Consider changing the section name at a later date and as a separate proposal. In the mean time, the section will remain the Preservation and Reformatting Section.

Consolidating Committees

Reasons: 

With over 1,200 members and a record of well-attended programs and successful publications, PARS is a thriving section of ALCTS. However, it is fair to project relatively few members consider preservation their only or even primary responsibility. This notion is illustrated by the ARL Preservation Statistics for 2005-06, in which only 58 of the 123 member research libraries reported employing a full-time preservation administrator. This means over half of ARL’s members and most libraries outside of that association have preservation programs led by people with at least one other major responsibility. The current PARS structure has a full roster of 58 appointed chairs and committee members. In addition to these appointees, there are 7 elected members of the Executive Committee, 12 representatives appointed to ALCTS committees, at least 9 chairs and co-chairs for interest groups, and varying numbers of task force members and liaisons to groups in other ALA divisions and other organizations. This adds up to approximately 100 leadership roles. Even accounting for libraries that have more than one ALA member working in preservation and preservation professionals in non-library settings, there are more roles than the active membership of PARS can consistently fill.  

Reducing the number of rosters to fill is not the only reason to consolidate the PARS structure. There is considerable overlap between the scope of committees in the current lineup and some committees have experienced lulls in activity. The most fruitful and inclusive discussions take place in interest groups, not committees. The work of developing individual programs and publications  is typically carried out by ad hoc working groups and coordinated by the PARS Program Planning and Publications (PPP) Committee. 

PARS will consolidate from the current list of ten committees to the following five:

1. Executive Committee  (chair + 6 members)

2. Nominating Committee (chair + 3 members)

3. Cunha/Swartzburg Award Jury (chair + 3 members)

4. Program Planning & Publications Committee (chair + 8 members)

5. Preservation Standards & Practices Committee (chair + 6 members)

The first four committees listed here address the operation of the section. The fifth, the Preservation Standards & Practices Committee, would foster coordination among interest groups, identify and formulate strategy to address issues in the field, and organize task forces to carry out work that complements the activity of interest groups. The Program Planning and Publications Committee has a larger number of members than other committees in this structure because it has a particularly large workload. 

See Transition below for information about how and when current committees will merge into the new structure.

Consolidating Interest Groups (formerly Discussion Groups)
Reasons:

Some PARS members have been frustrated by simultaneous meetings of related groups and programs. Others have noted the value of attending programs and discussions in other sections of ALCTS and divisions of ALA, both to enrich work within PARS and to share preservation expertise. The section’s past-chairs who schedule PARS meetings have been sensitive to these concerns but have a limited number of available time slots for PARS and no control over meetings elsewhere in the Association. Consolidating interest groups would reduce schedule conflicts and allow greater flexibility for members to interact with colleagues beyond the section. Note, with the ALCTS-wide change from discussion groups to interest groups the section will regularly consider adding, discontinuing, re-naming, or changing the scope of interest groups. The structure proposed below is a starting point, fully expected to change over time. 

General scope of each new group (to be refined by members):

Preservation Administration Interest Group

A forum for the discussion of a broad spectrum of issues, developments and hot topics in preservation. This group (formerly known as PADG) has served as an unofficial plenary session, bringing together a large number of people with an interest in preservation early in each conference. It is well-suited for invited speakers from preservation-related organizations and agencies to inform the PARS membership about changes in funding opportunities, services, etc.  Reports to the PARS Executive Committee.

Book and Paper Interest Group

Discussion of matters related to books, paper-based materials, and other tangible artifacts in collections, including care and repair, physical quality and treatment, and library binding. Reports to the PARS Preservation Standards & Practices Committee.

Digital Conversion Interest Group

Discussion of matters related to the conversion of analog and audio/visual collections to digital.  Specific topics may include: care and handling, stabilization, vendor out-sourcing, in-house conversion (equipment and software), derivatives, and deliverables for content ingest to enterprise systems. Reports to the PARS Preservation Standards & Practices Committee.
Digital Preservation Interest Group

Discussion of matters related to digital preservation program management, organization, infrastructure, priorities, policies, implementation, and long-term ownership of digital content including trusted digital repositories and other hot topic issues as they arise. Reports to the PARS Preservation Standards & Practices Committee.
Preservation Outreach Group

Discussion of preservation education and training needs with particular attention to the needs of libraries with small preservation programs, libraries trying to start preservation programs, and librarians with preservation responsibilities but limited formal training and support. Reports to the PARS Program Planning & Publications Committee.
Transition Plan
Process and timeline for consolidation:

The old PARS structure will formally remain in effect through the end of the 2009 Midwinter Meeting, allowing time for committees and interest groups to address the details of consolidation. 

· Chairs of merging committees will work together to write or revise their charge and recommend a chair or co-chairs to the Executive Committee by the end of the 2009 Midwinter meeting.

· Chairs of merging interest groups will work together to define their scope in writing and select leaders during the 2009 Midwinter meeting. 

· The 2009 Midwinter Meeting schedule will have joint meetings of the merging committees and interest groups. 

· New committee and interest group names and leaders will formally be in effect at the 2009 Annual Conference. 

· Karen Brown (PARS Chair-elect and appointing officer) will lead the process of formalizing committee rosters, taking into account opportunities for some members to shift from a committee to a task force or a liaison appointment. Karen will also account for members who express a wish to resign from current appointments (e.g., those with multiple leadership roles). 

Membership and scope of committees:

Consolidating committees entails two areas of change, merging functions and merging rosters, that do not follow the same pattern. The basic scope of work for the Executive, Nominating, Cunha/Swartzburg, and Program Planning & Publications committees remains the same in the new structure. The merged rosters will bring new members and their ideas to committees listed above but do not add their scope.

The scope as well as the rosters of the Book & Paper, Recording Media, and Reformatting committees merge into the new Preservation Standards and Practices Committee. However, the members of a single new committee are not expected to personally carry out all of the work of three committees. 

Greater use of task forces and the expanded capabilities of interest groups will address many functions of the discontinued and merged committees. In the past, some committees have cycled between intensive work and periods that lack challenging assignments and projects. Focusing on task forces and ad hoc working groups in lieu of committees offers the benefits of matching members’ talents with the task at hand and the ability to more easily expand and contract the number of active groups as needed. Interest groups also have considerable latitude to create task forces and carry out work directly rather than funnel work to a committee. In the new structure committees will have increased responsibility for delegating, facilitating, and coordinating the work of task forces and interest groups. 

As a default, all current PARS appointments will be carried forward into the new structure, resulting in merged committees that are larger than usual. Committee sizes will be adjusted over time as terms expire. For example, if a merged committee is double its normal size, the appointing officer will replace only half of the members whose terms expire each year until the roster has reached the target number. This practice will reduce size incrementally and maintain continuity through overlapping terms. 

The following charts illustrate the existing PARS structure, merged and new organizational units, and the new structure that will take effect at the 2009 Annual Conference. 




This document was prepared by Andrew Hart, Past-chair, on behalf of the PARS Executive Committee. The new structure reflects feedback from PARS members, recommendations regarding interest groups from the 2007-2008 Policy, Planning, and Research Committee, and direction from the PARS Executive Committee. 

2007-2008 Policy, Planning, and Research Committee members:

Brian Baird, Sherry Byrne, David Conners, Sue Kellerman (chair), Lars Meyer, Jake Nadal, Patricia Turpening 

2007-2008 PARS Executive Committee members:

Andrew Hart (chair), Walter Cybulski (chair-elect), Jean Ann Croft (secretary), Nancy Kraft (past chair), Karen Brown (member-at-large), Kate Contakos (member-at-large), Jeanne Drewes (member-at-large).
The restructuring plan has been approved by the 2008-2009 PARS Executive Committee:

 Walter Cybulski (chair), Karen Brown (chair-elect), Jean Ann Croft (secretary), Andrew Hart (past chair), Emily Holmes (member-at-large), Sue Kellerman (member-at-large), (member-at-large – appointment pending).
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