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S1: 
Good afternoon! My name is Michelle Parry, and I’m Head of Interlibrary Loan at SUNY Oswego – one of 64 campuses that make up the State University of New York system. By-the-way, the presentation we’re doing today will be available on the IDS - that stands for Information Delivery Services - website so you’ll have easy access to this PowerPoint. 

Now for some background information…About three years ago, the 13 four-year Arts & Sciences SUNY libraries came together to try to address some common issues that I’ll be describing shortly. There were a variety of reasons prompting closer collaboration between members of our group, but certainly a primary motivator was our knowledge that SUNY was nearing completion of a first rendition of a SUNY union catalog.  We wanted to be prepared to utilize this new resource to best advantage by developing a system for very rapid delivery of materials between our libraries.
S2: 
So - - who exactly participated in the pilot?  This graphic gives a sense of the geographic range of the 15 current members of the IDS pilot project.
S3:
Between the 15 current IDS members, we serve 75,000 students FTE and 6,000 faculty FTE. We run the gamut from Associate to Doctoral degree programs, and we have approximately 6.5 million potential items to share.

S4: 
And here’s a visual of the potential if all 64 of the SUNY libraries work together under common standards. There would be over 18 million volumes, and a headcount of over 413,000 students and a 30,000 faculty headcount. 
S5:
This probably looks familiar to many of you – full-time enrollment within SUNY is up…

S6: 
while purchases of monographs

S7: 
and funding for total information resources is declining. Please keep in mind the last three slides showed 5 years worth of data from just 10 SUNY libraries. But in fact, all 64 are experiencing this same situation.
S8 : 
These are just some of the realities SUNY libraries are facing… your library probably faces these as well:

· Increasing collection development requirements

· “Unfunded mandates”, for example, a few years ago the SUNY Board of Trustees mandated additional requirements that students had to take language and history courses.  

· Exponential growth of knowledge – there is so much information out there and more avenues than ever for patrons to become aware of useful research resources
· New academic programs, majors & minors – although added by and at individual campuses, new funding for campus libraries to provide support materials is rarely a consideration.  Libraries are in a constant battle to provide more resources and services with fewer dollars.
· Demand for increased revenue generation via faculty research. SUNY Faculty are required to do more research to generate grants, etc. and this puts an additional burden on the libraries.
S9:  

· Ever increasing cost of library materials and databases. The annual percentage of increase year after year is amazing and, frankly, a bit scary.
· Flat or even reduced library budgets and the regular need for reallocation of existing dollars create an alarming but common situation 
· Growth in distance learning courses   At SUNY Oswego, and I know at many other libraries, support for distances learners is in place or being added. For example, we currently provide PDFs of articles from our hard copy journals for distance learners, and also ship them books that we own. I know that there are libraries that are even more expansive in the service and support they provide to their distance learners.
· Student expectations of research process built around perceived speed and “abundance of resources” via Internet.   We cannot be content with old standards regarding the length of time it takes to get materials to our patrons.
So, given all of these factors, the IDS pilot project was seen as a creative way to try to improve rapid access without significant added costs. But before we could proceed, there were some sometimes unnerving notions all participants would need to face:

S10:
the notion of an extended library – thinking of the SUNY libraries as one entity, rather than 64 separate silos can be challenging
S11:
the notion that our fate rests in each others’ hands. That requires trust and commitment to each other.
S12:
And last, but not least, the notion that traditional thought and approaches could be our downfall. We would need to be creative and have data and assessment tools to determine what works and what needs tweaking. In short, we would need to do library science.
S13:
It’s been very important to develop a sense of community among the IDS members. Our fate is in each others hands remember, so a website was in place from the very first day of the project to facilitate communication and to serve as a “ready reference” resource.  One of the links takes us to a list of all the project participants…
S14:
On those project participant Web pages we have contact information, and even photos of the directors, librarians, and staff, to help us create connections.

S15:
We also have a yearly conference. It enables us to have the face-to-face contact that is so critical to building a sense of community. At the conference we conduct workshops…we’ve had presentations by folks from Atlas, and our local OCLC support organization - NYLINK. OCLC has also sent representatives to speak with us. Librarians and staff in the trenches especially like the scheduled workshop (no directors allowed – they get their own workshop) where we share among ourselves regarding hands-on, “practical” kinds of matters. 
S16:
We discuss problems, concerns, successes, tips, ideas, etc.

S17:
But at the end of a long day, rest assured, we’re firm believers in relaxing and having some fellowship and fun!

And now I’d like to introduce you to the “founding father” of the IDS project, Ed Rivenburgh, Library Director at SUNY Geneseo, who will discuss the challenges and methodologies of the project.  

S18:
Requirements for IDS Pilot Project’s Success

· A unified community of trust and support built around a critical and clearly understood common purpose 

This is the essence of the IDS project—Building a community of mutual trust and support.

Think about what we were asking the libraries to do--(“You want to monitor all aspects of our internal ILL operations and show the results to other libraries?”)

I want to stress that the IDS Pilot Project is not centered on technology.   It is focused around human will and organizational change. 

S19:
· Adherence to contractual performance standards:    (2-page contract is on IDS website)

Please note the project’s definition of a total transaction—from the time the user places a request until the time the user is either told the item is ready to be picked up at the library or the article is sent to the user’s desktop. 

     Articles: 48 hrs---total turnaround 

     Loans: 72 hrs---total turnaround
                (Weekends and Holidays excluded)

S20:
· Mutual accountability—“trust but verify”

(This entire project is built upon having continual objective assessment data easily available to all participants) 

 In short we are asking our participants to do library science. 

S21:
· Active leadership of each library administration 

S22:
· Extensive involvement and training of support staff

Many of the best ideas have come from support staff—the project’s success absolutely depends upon them   

S23:
· Well-designed technology with continuous dependable support

(OCLC, Nylink & Atlas have been such a tremendous help to this project)

S24:
· Use of standardized equipment, software, policies and procedures –

             (we still have a million human variable to deal with) 

S25:
· Strong cooperative relationship between local campus computing service and library 

S26:
· Ensure that all items transmitted meet requirements for bibliographic accuracy and high-quality reproduction

(Have struggled with this objective—some needed new equipment, better process control, more pride in work being sent off site) 

S27:
· Continuous “real-time” monitoring of project activities & effectiveness at each site
S28:
· Rigorous transaction data analysis at each library leading to informed decision-making 

S29:
These decisions may well include issues such as:

--staff allocation among service departments  (setting priorities!!)

--who handles what responsibilities

--the importance of breaking down historical department distinctions—and heavy use of cross-training staff

--adjusting staff work schedules ( still too much of a 9 to 5 mentality) 
--work flow modifications 

--determining required in-house and outsourced technical expertise 

Library staff can now make these decisions because the IDS Project  tracks and displays --in real-time—most of the critical variables that affect each interlibrary loan transaction between any two project libraries

Mark will now share with you how we produce this data for our libraries.

S30:
The IDS Project Web Server is a redundant cluster that has connections to all the sql servers in the project.  Going to the IDS webpage and running the statistics programs will pull data from each of the sql servers thereby creating real time data analysis.
S31:
The data analysis modules are found in the project’s website under “Performance Data.”
S32:
The first chart is a total project analysis of either loans or articles.

S33:
For articles, the green blocks show a turnaround time of under 48 hours while red is above 48 hours.  For loans, green shows under 48 hours, yellow under 72 hours and red above 72 hours.  From this page, you can see the developing patterns and also drill deeper into the data.
34:
(Back to data analysis flowchart, note arrow)
S35:
This chart breaks the average time of the transactions into six categories and shows the total average transaction time for all of the requests.
S36:
This chart has the same data as the previous bar chart, but also shows percentages.
S37: (Back to data analysis flowchart, note arrow)
S38:
This is a list of all of the transactions between two libraries for either articles or loans during a time period.  The transactions are broken down into the standard time points and also show the lending strings and links to full tracking history.
S39:
(Back to data analysis flowchart,  note arrow)
S40:
This chart shows the tracking history from both the borrowing and lending libraries.  Very few libraries have the capacity to see both sides of an individual ILLiad transaction.

S41:
The ILL staffs requested that they be able to place explanation notes in the system. 
S42:
RESULTS TO DATE:

S43:
Number of project borrowing transactions to date:  Loans (Books, etc)   ~34,000
                                                         

 
           Articles ~ 30,000











   Total ~64,000
S44:
Increase in fill rate if the 4 University Centers were to join project:  from ~ 35% to ~ 65%
S45:
Speed of Delivery

S46:
Average turnaround time for loans (NOTE: the significant increase we’ve seen each semester with the number of transactions within the project.) 
S47:
Percent of loans filled last semester within 12-hour time intervals

S48:
A good example of what is possible—last semester – 162 borrowing transactions from Library A to Library B with under 72 hour turnaround average.    

S49:
Average turnaround time for articles—(NOTE: the significant increase we’ve seen each semester with the number of transactions within the project.) 

S50:
Percent of articles filled last semester within 12-hour time intervals 

S51:
Good example between two project libraries—114 requests filled in approximately 24 hours.

S52:
Slow turn around example 22 requests from Library C to Library D

(Most of our libraries were shocked when they saw their initial transaction times)

S53 & S54:
Overall change from our first semester to our fourth semester of operation:

(Remember green is good—within the performance standards)
S55:
Chart of powerful OCLC tools we have added in 5 semesters to achieve this swing to the green. 

S56:
Fill rates for loans
S57:
Total borrowing transactions for loans (books) within project ~21,000; Total loan transactions (including outside project libraries) ~59,000; and loan fill rate within project ~36%.
S58:
Random sample of publication dates for loans filled—outside the project’s collections

S59:
Fill Rate for Articles

S60:
Total article borrowing transactions of project libraries for five semesters the project has been operational:  

S61:
We seemed to only be able to fill 1/3 of our requests for articles within the project collections  
S62:
However, after many hours of analyzing our project’s transaction records--we discovered that… 

approximately another one-third of the articles requested by users in pilot project libraries--and thought to be unavailable--are actually owned by one or more of the pilot project libraries in an electronic full-text format.
BUT many bibliographic records of the electronic journal subscriptions held by specific libraries are currently inaccessible to our group.

S63:
Show 1/3 & 1/3 & 1/3  line illustration 
So one of our next challenges was to identify those currently hidden resources within our libraries.

We will conclude our presentation with Mark describing how we are attempting to do this.

S64:
Sampled article requests:  This chart shows a sample of the journals we could have filled had we known what 

the members of the IDS Project had in their electronic collections.  For example, Early child development 

and care was requested 28 times. 
S65:
This is the system we have implemented within the project to help our participants identify our ejournal holdings 

S66:
Sample of the licensing database we have created after checking the license information on each publisher’s website.

S67:
From within the borrowing module of ILLiad, you can access the z 39.50 client by going to the show menu and selecting OPAC Search or by clicking on the ZSearch button from within the lending module.  This module lets you connect to the Availability Database which contains the licensing data and sfx data for each library.
S68:
A search can be run for a title or an ISSN and will pull you any result, showing the title of the journal, the location (college) and whether or not the item is available for loaning.
S69:
If an item is available for loaning, it will say ILL OK.  Other choices are Print Only, ILL OK – license silent and ILL NOT OK.
S70:
By clicking on the Record Detail link, you are able to see the entire MARC record which contains the year, volume, and issue in addition to the licensing data for each provider. 

S71:
NISO Licensing Workgroup. This is an important new group that we hope will help standardize information regarding access rights of ejournal titles.
S72:
Current setup now that the IDS Project has joined the OCLC eHoldings Project.  Our Availability system is still needed since OCLC doesn’t have the year, volume, issue or licensing information currently loaded.
S73:
Sample of OCLC Electronic Resource Holdings

S74:
OCLC eSerials Holdings Service
S75:
What’s next for the IDS Pilot Project?
IMPORTANT NOTE:  The IDS pilot project is still in Phase 1. 

The next phase will encompass coordinated collection development among all IDS participants.

The data already being generated from this project forcefully demonstrates the necessity for –and the ability to--support a parallel activity in systematic collection development. 

S76:
From the five semesters of implementing the IDS Pilot Project we have learned a great deal, but the most critical question still looms over us:  

“Do we have the individual--and collective will--to meet today’s users’ demands for information by dramatically transforming the current operations within our individual libraries--and by radically reshaping the historical organizational relationships among our libraries?”


For the sake of our students, our faculty and the residents of New York those of us in the IDS project are trying our best to answer that question in the affirmative.
S77:
IDS Project contact information
