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Capital District Library Council -  Central NY Library Resources Council – Long Island Library Resources Council – METRO: Metropolitan NY Library Resources Council – Northern New York Library Network – Rochester Regional Library Council – South Central Regional Library Council – Southeastern NY Library Resources Council – Western NY Library Resources Council

May 9, 2008
Anne K. Beaubien

920 North University

106 Hatcher Graduate Library

Ann Arbor, MI 48109-1205

beaubien@umich.edu 

RE: Rethinking Resource Sharing Innovation Award Nomination: The IDS Project
Dear Ms. Beaubien and the RRS Awards Committee Members:

On behalf of the New York Reference and Research Resources Councils (NY3Rs) – nine multi-type library networks serving all libraries in New York State – I would like to nominate the IDS Project – Information Delivery Services Project -- for the Rethinking Resource Sharing Innovation Award.  The NY3Rs are state-funded multitype library networks within each region of New York. One of our primary goals is to encourage collaboration and resource sharing among libraries.  Because the IDS Project has enabled so many libraries to quickly and effectively share their resources for the benefit of library users, and because of the potential to enable all libraries to do so, the NY3Rs are delighted to nominate the IDS Project for the RRS Innovation Award.
The IDS Project comprises a system and a community in which 27 academic libraries – public and private -- work closely together in collaboration with other organizations to rapidly and effectively deliver information to users.  The IDS Project continually improves resource sharing through ongoing assessment, and its development team is committed to providing global access to its best practices and tools. Officially launched in September 2006, the IDS Project currently provides rapid access to over seven million volumes for over 140,000 students and approximately 10,000 faculty in New York State.  The IDS Project has completed almost 160,000 timely requests for these users.
  

The IDS Project -- the Need, and the Service

Throughout the 1990s, the libraries at the 64 State University of New York (SUNY) campuses saw major reductions in state funding and simultaneously faced double-digit annual inflationary price increases for their library resources.  In response to that reality, library directors from 12 SUNY arts and sciences colleges jointly determined that in order to meet the information needs and service expectations of their users, they needed to develop a radical new and cooperative approach to resource sharing.  The IDS Project (idsproject.org) was developed by a team at SUNY Geneseo’s Milne Library, and initiated as a pilot in late 2004 with 12 academic libraries. Today, the highly efficient service of the IDS Project spans New York State and includes academic libraries in both private and publicly funded colleges and universities. The IDS Project team continues to work to join together at least an additional fifty of New York’s 285 academic institutions.
        Distribution of IDS Project Libraries across New York State
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The IDS Project libraries operate like a single library that spans the entire state.  
Indicators of Impact and Trends 


The IDS Project bases its benchmarks on a user-centric definition of an ILL transaction, “from the time the user places a request until the time the user is notified the loan is ready for pickup or the article is ready to be retrieved from the Web.”  The IDS Project benchmarks for delivery are 48 hours for articles and 72 hours for loans (excluding weekends and holidays).  Performance improvement since the inception of the pilot program has been dramatic in IDS Project libraries, as shown in the following table.

	Outcome Measures
	Spring 2004
	Fall 2007

	Loans filled within 72 hours
	32%
	58%

	Articles filled within 48 hours
	52%
	88%*

	Total Filled Requests
	3,794
	23,513


*Over 25% of the article requests were filled within 12 hours.

To optimize resource sharing transactions, member libraries agree to common policies and streamlined procedures.  These include unmediated processing (Direct Request), standardized sending and receiving methods for electronic and physical materials, keeping local holdings data current, delivering high-quality reproductions, bibliographic accuracy, identifying a Local Project Coordinator, and attending the annual summer conference. Common systems required include the OCLC ILL System, ILLiad ILL management software, and an “overnight” statewide delivery system. 
In addition, the IDS Project team has developed a unique Transaction Performance Analysis Module (TPAM) to verify that the transaction turn-around times meet the shared benchmarks, and to analyze and evaluate the problems that may impact the effectiveness of the Project.  TPAM queries the individual transaction data from each IDS Project library’s ILLiad server and creates graphical displays useful for analyzing each step of the entire ILL transaction.  TPAM also compiles the data to show overall effectiveness in meeting the performance standards for all Project libraries or for any pair of libraries. TPAM data is available on demand and is displayed in a number of hierarchically-linked charts that provide tools for continuous quality improvement.
Transaction Performance Analysis Module (TPAM) – Graphical Analysis Charts
1. Project Overview Chart
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	The Project Overview chart, using color codes, shows average performance for all library pairs in meeting the transaction time benchmarks. [Note – green areas meet benchmarks; red do not.]


2. Process Overview Chart
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	The Process Overview chart shows average processing times for all critical steps in the ILL process between a borrowing and lending library.


3. Transaction Report Table
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	The Transactions Report Table compiles and lists details about the transactions included in the Process Overview chart.


4. Individual ILL Transaction Report Table
	[image: image5.png]ILL Numbe!

Transaction

Borrowing Library
Submitted by Customer

1/22/2008 3:58:25 P
1/22/2008 3:58:25 P
1/23/2008 8:33:53 AM

Awaiting Copyright Clearance
Awaiting Request Processing

Awaiting Faculty Request

N 1/23/2008 8:33:54 AM
Processing.

1/23/2008 8:44:51 A
1/23£2008 8:45:49 Al

Request in Processing

Request Sent

1/23/2008 12:53:16 P
1/23/2008 12:53:37 P

Odyssey Document Received
Delivered to Web

38875741

Imported from OCLC 1/23/2008 8:46:11 Al
Awaiting IDS Pilot Project Lending Reque 1/23/2008 8:46:11 AM
1/23/2008 8:47:47 AM
1/23/2008 8:47:59 AM
1/23/2008 8:51:37 A
1/23£2008 12:50:50 P
1/23/2008 12:51:57 P
1/23/2008 12:53:16 P
1/23/2008 12:53:16 P

Request in Processing
Awaiting Stacks Searching
In Stacks Searching

Awaiting Odyssey Scanning
Awaiting Odyssey Sending
Odyssey Complete
Request Finished






	The Individual ILL Transaction Report Table provides a side-by-side view, from both the borrowing and lending library, of each time-stamped step in the history of a request.


In addition to the TPAM, the IDS Project utilizes a locally developed, unique resource-sharing tool called the eJournal Availability Server.  Before the development of the eJournal Availability Server, no readily-available system provided complete holdings data (title, year, volume, issue) and ILL-relevant licensing information for electronic journals held in other libraries. The inability to locate electronic journals held by the Project’s members was a significant barrier to effective resource sharing, resulting in libraries often not using their electronic resources for ILL. The eJournal Availability Server solves this problem by displaying complete holdings and ILL licensing information within the ILLiad client.  The holdings data for Project libraries are harvested monthly from their OpenURL resolvers.  The licensing information is kept up-to-date by a team of three librarians. The IDS Project team found that if member libraries knew the collective holdings of their electronic journals, up to an additional 35% of journal article requests could be filled within the Project.  The eJournal Availability Server has proven to be such a valuable tool for resource sharing that the IDS Project team is focusing on enhancing its functionality to offer unmediated article processing by September 2008.
The IDS Project eJournal Availability Server 
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            The eJournal Availability Server schema.

All of the tools used by the IDS Project will be made available to other libraries, and the TPAM and the eJournal Availability Server software will be released as Open Source.  The IDS Project team is also committed to sharing the benefits of their work by making freely available the training modules and tools as a modular set.  With these tools, the IDS Project model can be easily adapted or adopted by other library groups.

The IDS Project Community

Although the technological developments discussed above are vital to the ongoing operations of the IDS Project, even more essential to its development and continuation is maintaining a coordinated community. Elements that contribute to the support of the community include an annual contract, a commitment by staff and directors, an annual summer conference, a website and listserv, and a mentoring program.

The annual contract
, signed by each library director, reaffirms the library’s commitment to a set of performance standards, common workflow and delivery practices, sharing of data, and participation by staff and library directors in an annual conference
.  


The annual two-day conference serves to continually strengthen the cooperative community by bringing staff and directors from all libraries together.  Face to face, they can share expertise, exchange information and workflow tips through presentations, workshops, and hands on tours, collectively problem-solve, and experience a social setting for networking.  
The IDS Project website and listserv also support community building.  The listserv is a primary vehicle for collective problem solving and communication.  Statistics, news, tools, and resources are all accessed through the website.
The IDS Project website, Idsproject.org
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The IDS Project website serves as a portal through which members share information and resources, including staff photos and contact information.

The IDS Project employs an effective mentoring program that coordinates and facilitates the transitions for new IDS Project libraries.  Responding to the needs of the resource-sharing community, this formal mentoring program involves trained teams of volunteer technical and applications mentors from IDS libraries.  Two mentors meet with new IDS Project library staff to assess needs, implement workflow, answer questions, and problem solve.  An unexpected benefit of this mentoring program has been that it reinforces the sense of community.  The mentoring program is supported by three tools:  a wiki that serves as the knowledge base; a project management tool that coordinates the various steps and tasks for implementing IDS Project procedures; and a customized set of implementation and training modules developed by the IDS Project team along with staff at Nylink, the New York State regional network for OCLC.
Sustaining the IDS Project

The IDS Project has been administered since its inception by library staff at SUNY Geneseo.   While the Project team has the intent and institutional support to maintain a leadership role in the Project’s future, self-sustainability is one of its primary goals.  The team is working closely with the SUNY Office of Library and Information Services (OLIS), Atlas Systems, Inc., Nylink, and NY3Rs to pursue a strategy for the Project’s independence and sustainability. 


OLIS is anxious to see the Project continue and has set a goal of having all 64 SUNY campuses adopt at least some components of the IDS Project within four years.  As part of that initiative, OLIS has committed $10,000 annually to support Atlas’ hosting of the IDS Project Server, which will be transitioned out of Geneseo as of summer 2008.  OLIS has negotiated a contract with Nylink to implement ILLiad in all SUNY libraries.  In addition, the NY3Rs are contributing funding both to the Project and to individual libraries that have joined or wish to join, and are promoting participation in IDS as a method to enhance access to information for library users.  Nylink, a committed partner of the IDS Project, has just signed a new five-year contract for the ground delivery services used by the Project. 

To become completely self-sustaining, the IDS Project will need to be administered by an appropriate library organization, such as a consortium or network.  Nylink has expressed an interest in becoming the home of the IDS Project in New York State.  
The IDS Project and the RRS Seven Principles 


The IDS Project is a growth-oriented and thriving formal network committed to improving access to sharable resources and striving to present to users the lowest possible barriers to fulfillment. (#1, #3) Reducing barriers to the delivery of information and sharing resources have always been key objectives of the Project, and the eJournal Availability Server is an excellent example of how local and global barriers to fulfillment have been significantly reduced. (#1)  With the ongoing goal of liberalizing lending policies, the IDS Project has developed extended checkout periods, a policy for sharing of multimedia, and agreement for a minimum of one ILL renewal. (#1) 

In reference to sharing resources with institutions of all sorts (#4), current academic library members include several unique and diverse world-class collections, such as those at the College of Ceramics, the Fashion Institute of Technology, and the Maritime College.  Membership in the IDS Project is open to other types of institutions, and the IDS Project intends to pursue museums and cultural heritage institutions as participants.

The IDS Project endorses the concept that “reference services are a vital component to resource sharing and delivery and shall be made readily accessible from any initial ‘can’t supply this’ response.”  

IDS Project libraries are very open to providing reference services to fulfill ILL requests. (#5) IDS Project members support satisfying users’ requests with appropriate delivery and format options. (#2)
The IDS Project libraries share resources within the network without charge to individuals or libraries. (#6) Furthermore, there are no startup or annual fees for member libraries. In fact, one of the key benefits of IDS is that it uses existing or readily available ILL tools and open source software to achieve its results. Projects interested in emulating the IDS Project can do so at little or no cost by selecting the same or similar tools and downloading the open source software which will provide the detailed data critical to the assessment component of IDS.
Library registration at each member library is a factor of the enrollment practices of each institution; however, there are no additional registration requirements to have access to all the resources of the IDS Project (#7).  Many of the IDS Project libraries allow community use of their library.  The application processes are simple.
Summary


In summary, the NY3Rs have seen that the IDS Project has developed and instituted significant innovations in resource sharing across a broad base of New York State libraries.  These improvements include building a unified community of trust and support, developing the eJournal Availability Server and the Transaction Performance Analysis Module, establishing common rigorous benchmarks based on a user-centric definition of an ILL transaction, enabling ongoing assessment, and instituting an annual conference dedicated to improving resource sharing.

As tools and information are made available, the IDS Project model will be replicable by other library groups. The IDS Project team is committed to sharing resources and expertise to help others implement the model.  They have presented widely at meeting within each of the NY3Rs regions, and at national, and international conferences, such as ALA Midwinter, and OCLC ILLiad Conferences.  In 2006-2007, IDS Project staff presented at 11 conferences.  Plans are also in place to broadly distribute the practices, tools, and software as toolkits, training modules, and as Open Source software.  
The commitment to develop effective resource sharing collectively and the willingness to freely disseminate information and gained knowledge with others are the outstanding qualities of the Project that make the NY3Rs proud to nominate the IDS Project for the Rethinking Resource Sharing Innovation Award.  If there are any questions, or you need any further information, please feel free to contact me.
Sincerely, 

Kathleen M. Miller

Executive Director

Rochester Regional Library Council

On behalf of the New York Reference and Research Resources Councils (NY3Rs)
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IDS Project Members include:





Alfred Ceramics*, Alfred University, Brockport*, Broome CC*, Buffalo State*, City University of New York Graduate Center (CUNY), Clarkson University, Cobleskill*, Empire State College*, Fashion Institute of Technology*, Fredonia*, Fulton-Montgomery CC*, Geneseo*, Institute of Technology*, Jefferson CC*, Manhattanville College, Maritime College*, Monroe CC*, Nazareth College of Rochester, New Paltz*, Oneonta*, Oswego*, Plattsburgh*, Potsdam*, Purchase*, St. John Fisher College, Schenectady CC*, and Upstate Medical Center*. 


       * State University of New York campus











� 2008 IDS Project contract: �HYPERLINK "http://www.idsproject.org/documents/2008_IDS_contract.pdf"�http://www.idsproject.org/documents/2008_IDS_contract.pdf�   


� Extensive information about prior years’ conferences can be found at: �HYPERLINK "http://www.idsproject.org/archives.aspx"�http://www.idsproject.org/archives.aspx�
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