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Beyond the Buzzwords:

Agile collaboration and rejecting the perfectionist mindset
(how we did it and you can too!)

Kate Lynch — Hannah Hadley — Hector Correa



Building Services for the Long Haul

e Unboxing the Repository Model: Princeton Data with Brincalon Data Comirions
Commons (PDC) Research Data Repository, a
use case for thinking differently
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. . . . H h Hadley - Manager, Open Publishing & Repository Services
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" Agility, Growth, and Cooperative Service Design

Two teams building a custom data repository during times of change

o  Open Repositories 2024

Kate Lynch (they/them)
L are Engine

e Building Services for the Long Haul with
Princeton Data Commons

kately: o] on.edu

Meghan Testerman (she/her)

o  RDAP Summit 2025 teserman@princeon e
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https://osf.io/gpe7d/
https://osf.io/gpe7d/
https://osf.io/gpe7d/
https://zenodo.org/records/12579573
https://zenodo.org/records/12579573
https://zenodo.org/records/12579573
https://osf.io/abnh4/
https://osf.io/abnh4/

Getting un-stuck

e Sjtuation:

o Multiple unrelated collections and
workflows - a “grab bag” of content

o Monolithic approach to object
lifecycle management

o Heavily customized in unknown
ways over several years before
coming to the Library

Image from Gamespot
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https://www.gamespot.com/reviews/hello-neighbor-review/1900-6416829/

Getting un-stuck
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But it was still in
active use.

Left image from FreePik | Center image from FreePik | Right image from FreePik
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https://www.freepik.com/free-vector/working-concept-illustration_5568765.htm
https://www.freepik.com/premium-vector/tangled-abstract-scribble-with-hand-drawn-line-doodle-vector-drawn-tangles-lines-circles-black-line-abstract-scribble-shape-tangled-chaos-depression-aggression-evil_24420005.htm
https://www.freepik.com/free-vector/documents-concept-illustration_4957415.htm

We need to ensure as
much parity as possible in
replacement features.

We need to maintain
continuity of service.
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We need to ensure as
much parity as possible in
replacement feature

We need to maintain
continuity of service.
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We need to ensure as
much parity as possible in
replacement featr:#:s

We need to maintain
continuity of service.
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Moving forward

e \We need to understand how users
need to use the software, what they

are trying to accomplish when they
use it.

Image by storyset on Freepik
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https://www.freepik.com/free-vector/group-discussion-concept-illustration_23985671.htm

Moving forward

e \We need to understand how users
need to use the software, what they

are trying to accomplish when they
use it. 4

e We need to build positive working
relationships with our users and
stakeholders in ways that enable
them to tell us what they need and
negotiate how that works in the
software.

Image by storyset on Freepik
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https://www.freepik.com/free-vector/group-discussion-concept-illustration_23985671.htm

Moving forward

e People need to feel heard.

e People need to feel that
their expertise is trusted.

Top image by storyset on Freepik | Bottom image by storyset on Freepik
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https://www.freepik.com/free-vector/live-collaboration-concept-illustration_6183581.htm
https://www.freepik.com/free-vector/creative-team-concept-illustration_10769819.htm

Cultivating the Team

e Improving Communication

Situation:
e [wo Teams

e Varied Professional
Backgrounds
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Cultivating the Team

e Improving Communication
Obstacle:

e \Varied professional
experiences
o Jargon
o Different priorities
o |ncorrect Assumptions
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Cultivating the Team

e Improving Communication
Solution:

e Professional opportunities for
the team to grow together
o Sharing perspectives
o Training together
o Including one another
o Building Trust
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Cultivating the Team

Examples:

e Curator walk-throughs; also
“gaming” curation to make
understanding fun

e Cross-team PO trainings

e C(Cross-team involvement in
stakeholder interviews

e C(Cross-team presentations
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Cultivating the Team

e Improving Communication
Solution:

e Professional opportunities for
the team to grow together
o Sharing perspectives
o Training together
o Including one another
o Building Trust

THIS MUST BE ONGOING

(f}? PRINCETON UNIVERSITY



Valuable Connections

- [}
e Diverse backgrounds allow us to ﬁ L
leverage valuable connections $ ﬁ ‘ “
15, - K
more broadly
o Extends opportunities to 2 Y.
collaborate and share "
expertise 22
o Community is important for aa
every aspect of this work S
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Example: Replacing Legacy Software

Open Access Repository
(Custom DSpace 5x)

Problems:
e Customizations don’t allow
for an advisable upgrade
e Local development
o Ruby on Rails shop
o At capacity with other
projects

& PRINCETON UNIVERSITY .



Example: Replacing Legacy Software

Open Access Repository .
(Custom DSpace 5x) Towards a Solution:

Key Problems:
e Customizations don’t allow
for an advisable upgrade

1\7 We need to outsource 1\7

e |ocal development ° !_evergge connections to_ |
o Ruby on Rails shop interview co_Iqugues at similarly
o At capacity with other scoped |nst|tut|on_s that hav_e
projects outsourced repository solutions
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Research Infrastructures

That our teams are involved in managing

Projects that are developed locally Projects thal will be outsourced
Princeton Data Commons (PDC) Thesi DI . 0 Publicati
e  Ruby on Rails Dgsns ang |Tcs<rar::a::ons pen 1l_JI;)I;catlons
e  Apache Solr ORCID at Princeton (DSpace Sx - formerly (name TBD)
. DataSpace) (DSpace 5x - soon to
e AWS e Ruby on Rails :
e Globus DSpace 8 retire Open Access
e Java Repository, OAR)
) DSpace 8
Tiger Data S va
e Ruby on Rails OA Waiver Database
e Mediaflux ® Ruby on Rails Open Publishing (Manifold)
e Various storage e Apache Solr e Ruby on Rails

e  Other (see website)
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https://manifoldapp.org/development

Getting there

A few foundations
e Unboxing the problem
e In-house vs outsourcing
e Metadata schema

Break down the problem
® Research data vs non-research data

e Scholarly communications
e Theses and dissertations
e Discovery, curation, storage, preservation

Image from FreePik
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https://www.freepik.com/free-vector/people-with-blue-building-blocks-illustration_3226215.htm#fromView=search&page=1&position=3&uuid=8b11f3ba-158a-4b8e-aef8-4e39b137bdf6&query=categorize

Getting there

Deliver small increments

e Embarrassingly simple versions

e \Work closely with key
stakeholders willing to
collaborate

e |terative and incremental

Image from FreePik
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https://www.freepik.com/free-vector/illustration-jigsaw-icon_2606569.htm#fromView=search&page=1&position=4&uuid=55c21463-d322-46c1-82a9-02178d96fe53&query=puzzle+pieces

Continue to evolve the system

e Significant enhancements

o Data entry, file upload,
performance, embargoes

o Both: areas we expected and did
not expect

e Requires trust across the board

O  Stakeholders, product owner,

developers, curators

e Quick response to feedback
o Even if to say no/not now

Image from FreePik
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https://www.freepik.com/free-vector/scrum-method-concept-illustration_28902402.htm#fromView=search&page=1&position=41&uuid=3823f7b5-4fe3-4487-ba6b-6012cac6c942&query=iterate

What's next

Enhancements and new features

Virus scanning

Preservation (3rd copy)
Reporting

Better support for larger
datasets

Data entry improvements

e Embargoes and peer-reviews

Image from FreePik
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https://www.freepik.com/free-vector/journey-concept-illustration_10946454.htm#fromView=search&page=1&position=33&uuid=b5999919-bd5b-40c5-9515-873bb0c13947&query=next+steps

Thank you!

v Kate Lynch
Lead Library Software Engineer, Princeton University Library
katelynch@princeton.edu

- Hannah Hadley
Manager, Open Publishing and Repository Services, Princeton University Library
hhadley@princeton.edu

- Hector Correa
Senior Library Software Engineer, Princeton University Library
hector_correa@princeton.edu
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