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Project Title: ~ Delivery

1. Context

1.1 Drivers (Opportunities, Issues)

NSLA libraries recognise the necessity of providing the people of Australia
with seamless access to content held in Australian National, State and
Territory Libraries.

The success of the Delivery project will mean that:

Australians have unmediated access to digital content from Australian
national, state and territory libraries.

Collaborative ways of working will ensure both digital and physical
resources will be delivered within a determined timeframe regardless
of origin.

NSLA libraries will trial home delivery for a pilot group of users. The
clients in the trial will be able to request books online directly from the
participating libraries and have them delivered to their door for a fee.

The Delivery project will enable NSLA libraries to have:

Increased understanding of each NSLA library’s collection strengths
and methods of interlibrary lending/document supply. This
understanding will result in libraries having the capability to offer an
improved and consistent service across Australia.

A commitment by NSLA libraries to provide a service in which content
from Australian libraries is placed in the user’s hand, when and where
they want it. At present some libraries are unable to offer a service
where clients can receive material in a digital format. Clients of all
NSLA libraries and the majority of public libraries will have access to
an increased range of collections and have the choice of receiving
some content in a digital format.

An evaluated home delivery trial and proposed strategy for rollout
across Australia. This will give NSLA libraries the opportunity to learn
from the trial and consider implementation of home delivery to their
users.

Project 7 — Collaborative Collecting is charged with building a
collaborative approach to collecting published materials. The Delivery
project team will build on the work of Project 7 to ensure infrastructure
Is in place to provide improved access to our shared collections and
“get” material electronically.

New and improved services which increase use of collections by a
wider population




Consistent standards for delivery time and costs.-The Interlibrary
Resource Sharing Code (ILRS) was endorsed by CASL and the
National Library of Australia in 1996. The work in the Delivery project
may lead to reduced delivery times. If this eventuates the project team
will recommend to NSLA that the ILRS code be reviewed by the ALIA
ILL Advisory Committee.

Increased options for clients to get collection material through NSLA
libraries.

Improved profile of NSLA libraries

1.2  Strategic Fit

This project aligns with the NSLA RLS Strategic Plan [2008] through the
following strategies:
One Library
A consistent experience across our libraries
Improved delivery of content and resources
Transforming our culture
Development of a new organizational design
Capability to deliver the vision
A culture of innovation and exploration
Accessible content
Improved access to our content
Increased efficiencies through collaborative collection development
Increased amounts of digital content
Improved management of digital and physical content

In NSLA Big Bang [2007] access is seen as a primary driver. The delivering
our collections strategy directly influences the Delivery project:

Interlending and online document delivery services should aim to
maximize access, to eliminate user charges and to automate
processes to increase efficiency.

1.3  Objectives

The aim of Delivery is to enable users to have improved choice about how
and when they “get” content through NSLA libraries. From a single search
users will have access to more collections with greater size, depth and variety.
Libraries Australia is the central infrastructure for finding the location of
collections in Australian libraries. At the heart of Libraries Australia is the
Australian National Bibligraphic Database (ANBD) which records the location
details of over 42 million items held in Australian academic, research,
national, state, public and special libraries.

Once an item or particular content has been located the aim of the project is
to enable users to place an unmediated request and specify the location the
item is to be sent to. At present two NSLA libraries offer an unmediated
service for Interlibrary Lending (ILL), in the other libraries staff determine




which holding locations the request is sent to. In some libraries the request
will be mediated several times by staff before the item is located and finally
sent to the client. The Delivery projects aims to reduce the amount of time
staff participate in this part of the requesting process by automating the rota of
holding locations. The second part of the process is to enable clients to select
where they would like the digital or physical item to be delivered to — for
example their home or work desktop rather than having to visit the library to
collect it. In the home delivery pilot project clients will be able to have physical
items delivered to their homes for a charge. Ideally, the holding library sends
the item direct to the client, the requesting library tracks the progress of the
request but doesn’t participate in the process once the holding library has
replied “will supply”.

There are four parts to the project:

Research and investigation including a literature search.
Costed service model for both digital and physical delivery — develop
philosophy and options for NSLA libraries.
Digital delivery to the user on request
o Develop an agreed standard service model and
o Implement an agreed standard service model.
Physical delivery to user on request
o Develop a pilot in one or more states/territories to test the
feasibility of implementing such a service and
o Develop a strategy for rolling this service out to the wider library
community.

2. Products/Services to be produced

An agreed standard service model to offer digital delivery of content to
the user on request. Content could range from images scanned on
request, articles from magazines or newspapers through to the
scanning of a whole book (subject to copyright).User charges may form
part of the model;

Implementation of digital delivery service across Australia;
Pilot of physical delivery to the home;
Evaluation of home delivery pilot;

Strategy to roll out home delivery and strategy to balance
preservation responsibilities with providing physical access e.g. loan
policies, licensing of electronic resources, appropriate packaging and
delivery to minimise damage to material etc.

3. Constraints and Assumptions
3.1 Constraints
Time:




3.2

-two years to complete project. Dec 2008 - Dec 2010
Resources:
-Project manager (0.4, 24 months)

-Identify staff from within SLWA and non-lead libraries with technical
knowledge and time to assist with the project.

-Time for software development and procurement

Financial:

- Possible costs to upgrade/enhance/change technical infrastructure or
web interfaces/software. The model developed may result in the
redundancy or further development of existing infrastructure and
additional costs;

- Implementation may be staged for some libraries due to infrastructure
COSts;

-Costs of delivering the service®;
-Costs of developing promotional materials;
-Costs of developing and delivering training packages to staff;

Project dependency on Project 2 — Open borders, Project 6 — Changing
Capability and Culture, Project 7 — Collaborative Collections, Project 8
— Scaling Up Digitisation, Project 10 — Discovering Content and Project
11 - Digital Preservation;

The model developed will need to recognise the variation in the
organisational and technological capability of each of the NSLA partner
libraries and

The model developed will need to recognise the variation in the
relationships between State Libraries and the public library network in
each state.

Assumptions

Libraries Australia, as the resource sharing service coordinated by
National Library, is seen as the national infrastructure underpinning
existing and future services.

Any software modified or purchased, or infrastructure developed for the
Delivery project will complement, support or enhance Libraries
Australia.

All NSLA libraries will commit to Delivery and will modify their policies
and workflow processes accordingly.

All NSLA libraries will commit to costs to upgrade/enhance/change
technical infrastructure or web interfaces/software.

Vendors are available and willing to undertake software
upgrades/enhancements to support the model within the required

! Postage costs have been identified as one ofighest costs to the project.




timeframes e.g.,Libraries Australia Document Delivery or local ILL
management system.

There is a diversity of relationships between public libraries and NSLA
libraries. Any model of delivery developed will need the capacity to
adapt to the different relationships.?

The users of NSLA libraries are increasingly sophisticated, for example
they use companies such as QuickFlix to have DVD’s delivered to their
door. The users of libraries are often more technologically savvy than
staff and they assume that libraries will provide services such as home
delivery and delivery of digital content on demand.

The project team will review the ILRS to determine it is in alignment
with any proposed developments. NSLA libraries will recommend any
changes in the code to ensure ILRS Service level standards can be
maintained while the objectives of the Delivery project are achieved.

User charges may be a feature of the model developed.

As part of Delivery current models will be evaluated to determine if they
are appropriate for national implementation.

4. Benefits and/or Cost of not doing

Benefits:

Larger collection accessible to people who may not be able to access a
traditional library service;

Faster delivery online as there is a decrease in need for staff mediation
in the requesting process;

Increase in use of interlibrary loan/document supply services;
Consistent user experience in Interlending services;
Improved capability of staff and

Creation of a culture of innovation and an understanding in NSLA
libraries of the need for continual redesign of services.

Cost of doing nothing:

Public unable to have access and retrieve content from a larger
collection online;

Ongoing staff mediation in the requesting process;

Decline in use of libraries as they become increasingly less relevant in
the online environment;

Greater disparity in capability of partner libraries;

Risk of increasing irrelevance of current service offering in the online
environment and

Greater inequity in services provided by NSLA libraries.

2 Information is being collated as part of the audit document to be presented in a report in early March.




4. Key Stakeholders Requirements

Stakeholder Requirements (Input) Impact
NSLA Proof of concept for RLS Sponsorship and support per agency
Executive Program; and across project
members
NLA Provider of Libraries Australia May need to make changes to Libraries

Search and Libraries Australia

Document Delivery

Australia software or undertake
additional software development to
support the chosen model.

NSLA partner
libraries

Expectation of collaborative
involvement;

To participate in development of project;
Sponsorship & support for project;
Commitment to strategy;

Commitment to transition to new
business model;

Commitment to provision of resources,
this may include replacing existing
infrastructure or undertake additional
software development to support the
chosen model.

Library Staff —
all libraries

Assistance to move from a
culture of custodial access to
open access;

Review of document delivery
policies;
Changes to work practices;

Development of skills and
knowledge;

Technological expertise is
applied for the benefit of all
libraries and clients

“No job will remain unchanged;”
Sponsorship & support;
Provision of resources;

Participation in project development;
Commitment to implementation

Public libraries

Participation in project
development;

May provide resources.

Public/users

Ability and choice to be
independent users.

Choice of format delivered to
desktop or specified location

Sponsorship & support for workflow
changes

Delivery of digital and physical items
within a determined timeframe and to a




within a determined time frame

location of choice

Other cultural

Explore current delivery models

May provide models/examples and

institutions in place at universities external expertise.
Implications of new model for use of
materials from other institutions
Commonwealth | Support of public policy initiatives
and State including innovation, research,
Government collaboration and social

inclusion.

5. Estimated Costs

5.1 External Labour/Consultancy
Role Days Rate* Costs
Facilitated workshop for 1
selection of delivery model
Unknown at this stage
5.2  External Non-Labour Costs
Funding Responsibility® Item Costs
Lead/Non-lead Home delivery service?
Lead/Non-lead Software?
Unknown at this stage
5.3 Internal Labour Costs (i.e. absorbed cost)
(For cost use a range)
Funding Role Days Rate * Total
Responsibility® Cost
SLWA Project Manager 0.4 EFT | SLWAL5.4 | $78734.00
24 months | tONCosts
Per NSLA Partner Project Group Equivalent | Hourly rate
Library participation 0.1EFT—- | $38.08 +
24 months 23.41%
oncosts
Per NSLA Partner Work/Research Group | Equivalent | Hourly rate
Library participation 0.1 EFT - $38.08 +
24 months 23.41%




oncosts
SLWA/NSLA partner IT and web Unknown
library development and at this
testing stage
Per public library Pilot Unknown
participant -IT services at this
- stage
-Training

ANSLA, Lead Agency or Non-lead agencies

Use N/A if not applicable

5.4 Internal Non-Labour Costs (i.e. absorbed cost)

Funding Responsibility® Item Costs
Lead agency Teleconferences @$125.00 per hour $1000.00
Average 1 teleconference per 3 months
NSLA Project Manager meetings 2 per $ 1600.00
year - travel and accommodation.
ANSLA, Lead Agency or Non-lead agencies
Total Project Costs | $2600.00
5.5 Ongoing costs
Funding Responsibility® Item Costs

ANSLA, Lead Agency or Non-lead agencies

Total Ongoing Costs | $

6. Estimated Schedule

Activity Timing Duration
Clarification of Project Brief with Project Group and Co-Sponsors Dec- Mar 09 | 4 months
Environmental scan to identify best practice, national and international | Jan —April 3 months
initiatives — literature review. 09
Audit — current position re ILL ggb - Mar 2 month

Part 1 Digital Delivery -




Identification of possible models for the future, Facilitated session with Mar —Sept 6-8
project group. 09 months
Testing of assumptions related to digital and home delivery®
Recommended approach and priority areas — prepare business case
Software development and/or procurement
Work with NSLA Consortia Group on full text database access
Pilot implementation planning, including pilot projects, cost benefit Oct 09 start | 6-9
analysis months
Implementation — formal agreements developed and signed, agreement | May 10 start | 3-5
of roles and responsibilities months
Part 2 Home Delivery
Literature review Jan-Mar 09 | 3 months
Identification of possible models for the future, Recommended Sept 09 — 6-8
approach and priority areas Mar 10 months
Prepare brief for NSLA members to use in discussions with Australia Sept 09
Post re costs involved in federal delivery of items
Pilot implementation planning, cost benefit analysis Mar 10 6-9
months
Evaluation of pilot and recommendations for rollout. Oct 10 2 months
Total Duration | December 2008
—November 2010
24 months
7. Major Risks and Controls / Treatment Plans
Major Risks Controls / Treatment Plans
Partner Library unable to support new Sponsorship and support from CEO to maintain
models of delivery commitment to project.
Inadequate technological infrastructure to | Sponsorship and support from CEO to maintain
support new delivery service commitment to project.
Holdings information not available to be Phased, gradually add collections as technical

searched in one location, or not available issues are resolved?
online.

Project 10 Connecting and discovering
content

3 Integrate into investigation phase of project — eg:

All NSLA libraries to communicate with public libraries in their own states — determine current
situation, develop plan to engage and involve public library representatives in decision making

of Delivery Project

Investigate all current Delivery models in State and National Libraries, evaluate and make

recommendations re national implementation.




Project 8 Flexible cataloguing

Project 8 — Commitment that all resources should
have an online record that is contributed to
Libraries Australia

Authentication of clients

Open Borders, Project 2

The proposed model may identify ISO ILL
protocol standard changes; this is a
significant risk as the ISO ILL protocol
expires in 2012 and is not currently being
developed.

Licencing restriction will limit access to
electronic resources

Work with NSLA Consortia Group on access to
electronic resources.

Technological infrastructure incompatible
and unwillingness or inability for partner
library to undertake necessary steps. The
risk that any suggested change to the
software used to support the model may
not align with the future development or
the timeframe of the software
vendor/developer.

Sponsorship and support from CEO to maintain
commitment to project.

Skills obsolescence: widening of gap
between user requirements and staff
capacity to deliver.

Sponsorship and support from CEO to maintain
commitment to project.

Partner libraries unable to afford delivering
the new service at “a fair price”.

Sponsorship and support from CEO to maintain
commitment to project.

Partner Library may not commit to full
project

As per Memorandum of Agreement, notice of
withdrawal applies.

Resistance to change within Partner
Libraries

Each partner library to manage staff capability
within its own jurisdiction. Staff training and
encouragement to ensure staff are equipped to
move towards a culture of open access.

Public libraries may lack staffing and
technical resources to commit the project.

Communication with public libraries re the
progress of Delivery so they can adjust budgets
and staffing resources as required

Resistance to change within Public
libraries

Each partner library to support and mentor public
libraries within its own jurisdiction

Inability to obtain a fair price for delivery of
books in a timely manner

Sponsorship and support from NSLA

Inability to meet user demand

Planned and monitored implementation

Critical dependency on implementation of
Project 7 — Collaborative Collecting,

Project 6 - Changing Capability and
Culture

Project 2 - Open Borders
Project 8 - Flexible Cataloguing
Project 10 — Discovering Content

Ensure Project Managers maintain
communication on project implementation and
identify dependencies and impacts.




Project 11 — Digital Preservation

8.

10.

11.

12.

Related Projects

Impacts, Interdependencies, Possible Duplication
Project 2 — Open Borders
Project 6 - Changing Capability & Culture
Project 7 — Collaborative Collecting
Project 8 — Flexible Cataloguing
Project 9 — Scaling Up Digitisation
Project 10 - Discovering Content
Project 11 — Digital Preservation

Estimated Duration of Investigation 104 weeks

Areas for Investigation and Consideration

Relationships with public libraries

Training packages to support new model. Delivery of training
nationwide to a variety of audiences. User research internationally,
determine what research will be undertaken for the Delivery project.

Consideration should be given to keeping digitised material online
public access. Eg When whole books are scanned

Retention of scanned out of copyright images
Costings; use the audit document as a baseline for current costings.

Definitions

Digital Content Digital content is defined as access to electronic

resources, digitisation on demand and digital delivery.

Digital Delivery Material delivered via electronic mail, Ariel, FTP server

or CD.

Unmediated Client able to place an online request for an item to be

delivered electronically to their location of choice.

Client able to place an online request for a physical item
to be delivered to a location of their choice.

The process to appear seamless to the client.
The client is able to be authenticated remotely

If there are charges the client is able to make payment
before sending the request.




The aim is for the request to be fulfilled at the first
holding location, avoiding staff re-direction of request.

The library which fulfils the request will despatch the item
straight to the client.

Vicky.carlyon@slwa.wa.gov.au

SLWA | Vicky Carlyon

Liz O’'Loughlin & | Czechyra.liz@slsa.gov.au
Linda Czechyra

SLSA

ksmall@sl.nsw.gov.au

SLNSW | Karen Small

SLQ Helen Thurlow
Helen.thurlow@slg.gld.gov.au

SLTas | Janet Thorp janet.thorp@education.tas.gov.au

SLV Aspasia Nikas anikas@slv.vic.qgov.au

Margy Burn

NLA Margarita mburn@nla.gov.au
Moreno mmoreno@nla.gov.au
Antoinette

ACTLIS Buchanan antoinette.buchanan@act.qov.au

Determined timeframe

The timeframe for digital delivery will be determined by
the results of the pilot projects. Results may require NSLA
to make recommendations to alter the ILRS code.

NSLA Delivery Reference Project Group




