Library Binding Work Group on Reducing Binding Costs

Meeting notes, 28 June and 2 July 07

Present at conference calls: David Jahn (UCSD), Carole Kiehl (UCI), David Martinelli (UC Bindery), Barclay Ogden (UCB, recorder), Gail Yokote (UCD)  Absent: Susan Parker (UCLA)


The agenda of the two-part meeting included 1) members reporting to LBWG on progress with assignments made at the June 11 meeting; 2) reviewing opportunities for savings not assigned at the June 11 meeting; and 3) developing a timeline for the work of the Group, including intermediate deadlines toward meeting the LBWG charge by October 07.
Progress to date on opportunities for cost savings

1.  Adopt multi-ply board for covers. Considered acceptable by respondents with a concern about its performance in use relative to binders board.

ACTION: Ogden will query colleagues at institutions currently using multi-ply board on its performance relative to their use of binders board previously.
ACTION: Pending Ogden's findings, LBWG will recommend that multi-ply be adopted for library binding. 

2.  Use unprinted rather than printed endpapers. No reservations except one query about acquiring back stock of printed endsheets for repair of library bound volumes and one comment that the printed endsheets made a nicer looking product.

ACTION: Martinelli will follow up on providing as many endsheets as wanted from existing stock.
ACTION: LBWG will recommend that unprinted endpapers replace printed endpapers when current stocks of printed endpapers are depleted.

3.  Expand use of C-1 cloth for monographs. No reservations about implementation other than campuses wanting an opportunity to specify materials as needed.

ACTION: Martinelli will develop procedures for campuses to override selection of cover cloth at the Bindery.
ACTION: LBWG will recommend that C-1 become the default material for cloth-bound monographs up to 2 lbs. unless instructed otherwise by the campuses.
ACTION: LBWG will recommend that nearly matching colors of cloth now in stock as a consequence of consolidation of the binderies be reviewed to eliminate near matches (e.g., reduce 4 shades of green to 2) in order to reduce bindery costs for unnecessarily large inventories of materials.

4. Use flex hinge endpapers where possible. No reservations about implementation expressed other than a concern that the flex hinge leads to a thicker volume (that takes more shelf space) than the current hinge. (Note: the thickness of the volume is the same for both hinge styles.)
ACTION: LBWG will recommend that the flex hinge be used whenever appropriate for cloth case binding.

5. Eliminate library specification of leaf attachment. No reservations expressed with the understanding that the Bindery would select the least expensive method appropriate for the text block as the default option and that campuses have the option to override the Bindery selection process. This change would save campus staff time and expense for sorting volumes into job lots by method of leaf attachment.
ACTION: LBWG will recommend that the Bindery choose the method of leaf attachment and provide campuses with an option to override the Bindery selection process.
6.  Reduce campus specification of prep from three to two levels. The only concern was that the campuses not be billed at the higher cost "full prep" price if  "limited prep" is eliminated. Martinelli reported that the Bindery posts unit prices to enable the campuses to estimate costs, but that actual billing is based on time and materials to do the job, not on the number of volumes at a published estimate of the unit price.
ACTION: Martinelli will contact the campuses expressing concern about costs to share the above information and respond to any other pricing questions.

ACTION: LBWG will recommend that the campuses adopt two levels of prep, "standard non-collated" and "full prep," and discontinue the "limited prep" category.

7. Optimize job sizes for bindery efficiency. This opportunity was not assigned at the first meeting, but the findings on eliminating method of leaf attachment and reducing number of prep levels made addressing this opportunity advantageous. The bindery is suffering production and administrative costs for handling many small jobs of only a few volumes each, a consequence of each campus separating volumes into separate jobs according to method of leaf attachment and level of prep.  The Bindery would achieve its greatest efficiency if job sizes could be set at approximately 200 volumes/job for monographs and 100 volumes/job for serials. 


However, if recommendations #5 and #6 are implemented, the natural result will be larger job lots and greater bindery efficiency without introducing to campuses a requirement to meet minimum sizes of jobs.  Avoiding a minimum will serve smaller libraries and campuses especially well, where relatively large minimum job sizes would lead to longer intervals between bindery shipments and more time that volumes are out of circulation.
ACTION: LBWG will recommend that minimum sizes of jobs not be implemented if recommendations #5 and #6 are implemented.
8. Optimize training of bindery prep staff.  LBWG observed that an informed staff keeps production up, and errors and costs down. A simple, well-documented training plan would facilitate new staff achieving proficiency. Standardization of training would provide continuity, consistency, and lower cost. 

     Queries made of staff indicated that several improvements to training of bindery prep staff should be explored: 1) more complete documentation of procedures; 2) face-to-face training; and 3) visits by binding preparation staff to the Bindery, or possibly a virtual tour of the UC Bindery processes. 
   The LBWG noted that several of the proposed changes in procedures will influence the roles of binding prep staff on all campuses. By attending to training needs as part of the work of the LBWG, all campuses to continue to benefit from the important work of binding prep staffs by shifting emphases in their work to other binding prep challenges, including improving the effectiveness of automation in binding prep operations.
ACTION: Martinelli will follow up on comments from UCD on improving LARS documentation.
ACTION: Martinelli will explore options for a binding information site where the Bindery and the campus binding preparation staff could contribute information of mutual interest.

ACTION: Yokote will draft a memo to PAG outlining the scope and scale of a training plan in order to get its input on the proposal.

ACTION: Ogden will explore with PAG opportunities for using the PAG site for UC staff preservation education purposes, including elimination of password protection for the site.

9. Standardize placement of spine lettering. The two styles in current use, California style and International style, can be traced to differences in styles adopted by the northern and southern binderies. Reducing to one style for all campuses would reduce production costs and error rates. Currently, 56% of the work is in International style and 44% of the work is in California style.
ACTION: Martinelli will make a sample set of the two styles and send them to Kiehl.

ACTION: Martinelli will investigate with the LARS programmer costs for conversion to one style.
10. Eliminate keying spine information at the bindery. LARS is the software used by the Bindery and has two components: LARS Library (used at the library) and LARS Bindery (used at the Bindery). Some campuses input their data into LARS Library and transmit the data electronically to the Bindery so that no rekeying is necessary at the Bindery. Other campuses produce a bindery file which can be used by the Bindery via an interface and with some manipulation. Yet other campuses provide only a bindery slip which requires rekeying of data at the Bindery.

ACTION: Martinelli will query the LARS programmer about including the interface software in the LARS Library side, limiting rekeying to produce the LARS file.

ACTION: Martinelli will go to UC Davis to investigate its use of LINCPlus as an interface from its system to LARS.

11. Standardize spine abbreviations. If keying at the Bindery can be completely eliminated, each campus can use whatever abbreviations are desired by the campus. If the Bindery needs to key abbreviations into LARS Bindery, using different abbreviations campus to campus leads to higher rates of operator error. 
ACTION: Kiehl will send to LBWG members information on AACR2-Appendix B standard abbreviations of variable information.

ACTION: Martinelli will fax 1990 recommendations for standard abbreviations to the Group.
ACTION: LBWG will seek input from PAG, HOPS, and HOTS on possible negative consequences of adopting a standard for all campuses.

12. Optimize frequency of shipments to reduce costs. The Bindery runs at maximum efficiency when the influx of work is very uniform in volume. Adjusting shipping schedules and turnaround schedules to achieve as much uniformity as possible could lead to staff economies and possible savings in shipping costs. 
ACTION: Martinelli will estimate savings possible from reducing shipping and turnaround schedules from 1 week currently to 2 weeks, and from 2 weeks currently to 4 weeks, and to add in any increase in costs for shipments of Rush items that would need to be shipped outside the normal shipping schedule.
Other opportunities for cost savings to be pursued


ACTION: Add "Standardize binding slips for all campuses" to the list of opportunities to be explored.

Time line and completion date


Based on progress to date, LBWG feels that recommendations can be made to the ULs by October 07. With investigations very much underway, it is difficult to set intermediate deadlines, but conference calls to update members on progress are essential.
ACTION: Martinelli to set up a conference call for Friday, July 27th, 9-10:30am.
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