Marmot & Prospector—Sharing Library Resources Across the Divide

[This edition of the “Project Narrative” was extracted from the original grant application, and slightly updated for distribution to Marmot library directors 10/14/10. -jmt]

a) Summary of the Project
We propose to grow resource sharing across the Continental Divide by loading Marmot library holdings into the Prospector union catalog and implementing INN-Reach system features to expand access for library customers statewide and improve efficiency for library staff. Marmot includes 20 libraries in Western Colorado, and Prospector includes 26 libraries, including major public and university libraries, in Colorado and Wyoming.
Building on ILL Success in Western Colorado
The Marmot Library Network implemented patron-initiated holds (PIH) in 2007 and significantly increased interlibrary lending on the Western Slope. PIH statistics reflect the success of interlibrary lending among Marmot libraries:
255,061 holds were filled by all Marmot libraries in 2009. 
54% of 243,394 public library holds were filled by out-of-district materials. 
78% of 3,871 academic library holds were filled by other-institution items. 
Public libraries did the lion’s share of Marmot holds, and patrons enjoyed outstanding benefits of resource sharing. Academic borrowers who used PIH received most materials from other Marmot libraries. Marmot school libraries do not handle much hold traffic yet, but students and staff of the Steamboat Springs School District participate actively with and through the Bud Werner Memorial Library, and received 60% of their PIH items from out-of-district libraries.
The benefit to library customers of the Marmot system with a union catalog of 1.2 million titles is clear. Simple mechanisms of patron-initiated holds in the OPAC, and item tracking facilities in the circulation module, are easy and convenient.
Similar features supported by INN-Reach software, which is the foundation of Prospector, would facilitate access to an exponentially larger collection with no loss in quality for the customer. 
Great User Experience
Most integrated library systems in Colorado are independent, and patrons typically start a search in the catalog of their home library. The user experience of requesting and borrowing materials is convenient, library workers are supported by efficient circulation functions, and yet the catalog is limited to a single collection. Most libraries offer alternate access to a physical union catalog (WorldCat) or a virtual union catalog (SWIFT), both of which support less convenient mediated ILL or cumbersome support for self-service. Marmot library customers are now accustomed to a medium-size union catalog and a circulation system supporting efficient processing. Adding Prospector to our patron-initiated borrowing options will effectively grow access from 1.2 million Marmot items to more than 26 million items when combined with Prospector. Our surveys of title overlap between Marmot and Prospector indicate both Marmot and Prospector will gain advantages in the broadened scope of the shared holdings.


Technical Foundation for Success
The CLiC courier service is an essential part of infrastructure on which expanded resource sharing activities can succeed. The stats above prove Marmot already has a good track record, and Marmot library directors, by endorsing this grant application, support expansion of this service. The Marmot Executive Board, comprised of five Marmot library directors, unanimously approved this project at their July 19, 2010, meeting.
Marmot has solid computer and network facilities and healthy financial prospects to support the LSTA requirement for project sustainability.
Another indicator of success is that Marmot has effectively completed a “proof of concept” by purchasing and implementing Prospector for one member library. Mesa State College now participates in both Marmot and Prospector. Their experience with Prospector highlights important advantages of ILL based on Prospector versus ILL based on the shared Marmot system. One advantage is a lower loss rate. Another is total FERPA compliance: Prospector is powered by INN-Reach software that maintains confidentiality of all patron records.
SWIFT Factors
Marmot libraries use SWIFT to borrow from non-Marmot libraries in Colorado, but SWIFT is an inferior alternative to Prospector for two reasons:
· Virtual union catalogs based on z39.50 are notoriously slow, unreliable, and lacking in modern search and discovery features.
· Service models based on intermediation by library staff are low on the scales of convenience, efficiency, and privacy. 
Marmot libraries can reduce such problems by using Prospector to share resources with major Colorado libraries, while continuing to use SWIFT with non-Prospector libraries. Here are two indirect benefits for SWIFT:
· A reduction in SWIFT traffic after Marmot joins Prospector could simplify the transition when the State Library later upgrades SWIFT software.
· After SWIFT has been upgraded, statewide ILL based on fewer catalog clusters could improve efficiency and reliability.
Colorado LSTA Five-year Plan (2008-2012) 
“Lifelong learning” is a core value of the Colorado Five-year Plan. It is well supported by a union catalog expressing collection development policies of institutions as diverse as Garfield County Library District, Mesa County Libraries, and Adams State College. By the same token, Prospector speaks to users of all ages and types by combining public, academic, and other library types in one catalog.
Will to Succeed
The Colorado Association of Libraries accepted a proposal for the 2010 conference program titled “Library Consortium Innovation in Colorado.” Jimmy Thomas (Marmot), George Machovec (Colorado Alliance), and Valerie Horton (CLiC) will discuss open source and discovery layer projects in their consortia. While not directly related to this timely grant, the fact these organizations share goals and interests is a good indicator of relevant organizational support. Implementation of this resource sharing project will add an element of state-level allegiance to the theme of the presentation. In addition, the content of this CAL program will be easily adapted to include a bit of the marketing and communications that will make this project visible to librarians all over Colorado. [The content of the program was indeed changed to highlight the Marmot Prospector project, and most questions from the audience of ~30 attendees focused on this topic.]

b) Goals, Objectives, and Activities of the Project
Goal 1:  Expand available library holdings to Western Slope as well as Front Range residents via membership in a statewide library consortium.
Objective 1: By October 20, 2010, Marmot Library Network will invest in start-up costs to join Prospector and begin transition for Marmot library members.
Activity: Order and install INN-Reach software licenses on Prospector and Marmot servers.
Activity: Convene a task force for implementation; write policy and procedures as may be required by Prospector. 
Activity: Provide Marmot libraries with training and marketing materials for shifting borrowing activities onto Prospector.
Activity: Promote Prospector as a supplemental union catalog for Marmot libraries by incorporating links in library websites and in the new OPAC at Marmot.
Objective 2: Achieve 100% participation by Marmot academic and public libraries in Prospector by the end of this one-year project.
Activity: Shift 100% of intra-Marmot borrowing by academic libraries from Marmot PIH to Prospector.
Activity: Continue support of Marmot Patron Initiated Holds (PIH) among public libraries; taking advantage of Millennium features to optimize courier traffic within the Marmot region.
Activity: Keep school districts informed about this project. (Since most Marmot school districts are not yet heavily participating in PIH, it is not clear whether it will be best for them to walk with PIH before running with Prospector, or to jump straight to Prospector. Due to ongoing discussions about FERPA and school district constraints, our goal of 100% participation does not include the schools for our first year with Prospector.)
Activity: Assist affected libraries in solving their obligation to meet Family Educational Rights & Privacy Act (FERPA).
Activity: Create a phased approach to transition member libraries onto the Prospector PIH service.
Activity: Evaluate and assess to support identified needs that may improve the service throughout the conversion process. 

Objective 3: Double ILL traffic between the Western Slope and the Front Range and increase the resources available to rural library patrons.
Activity: Track and report Prospector requests among Marmot libraries.
Activity: Support and advise member libraries on material management or courier issues when transitioning to Prospector. 
Activity: Evaluate benefits and other impacts on member libraries using Prospector compared to Marmot PIH system.
Goal 2: Provide a sustainable material request and tracking system for Marmot libraries to cooperate with Front Range libraries.
Objective 1: Increase effective collections, items for borrowing, by 1000% for Marmot libraries (an increase from 1.2 million titles to approximately 10 million titles with 26 million items).  NOTE: With Prospector, 350,000 residents of western Colorado currently served by 11 public library districts, 4 colleges, and 4 school districts will grow their effective collections by 10 times as much as they have already done by joining Marmot.
Activity: Identify percentage of use of each Marmot library.
Activity: Advise Marmot libraries on potential changes to material purchases that also can be improved based on Prospector requests.  
Objective 2: Anticipate a possible 100% increase in requests, and take advantage of system features to minimize costs.
Activity: Configure INN-Reach parameters to do regional routing in order to minimize courier traffic and delivery times.
Activity: Market and promote self-service by Marmot library patrons instead of labor-intensive ILL borrowing through WorldCat or SWIFT.

c) Outcomes
Outcome 1 – Marmot libraries should anticipate growth in resource sharing via self-service requests by patrons, and an overall increase in circulation.  
To extrapolate growth we compared Mesa State College statistics for Marmot PIH and Prospector for July 1, 2009 through May 31, 2009. These numbers do not prove that Prospector could increase ILL activity for other Marmot libraries, but they should be noted as a potential indication of growth we might expect.
	2009 MSC
	Lends
	Borrows
	Total

	Prospector
	4,124
	4,023
	8,147

	Marmot PIH
	3,236
	465
	3,701

	Total
	7,360
	4,488
	11,848

	Total/PIH
	227%
	965%
	320%


Ease and convenience for library cardholders to access the Prospector union catalog is certain to attract users to request more items outside their home library.  This may assist libraries in meeting or exceeding the number of expected circulated items for 2010 and 2011.  
Outcome 2 – Marmot libraries should anticipate a reduction in mediated ILL.
The experience of Poudre River Library District suggests we can anticipate traditional ILL to diminish by 80-90% due to the convenience of Prospector.
Outcome 3 – Access to academic and research libraries offers the advantage of a larger collection to tap into for individual lifelong learning needs, educational achievement, or other purposes of study.
Outcome 4 – Rural library users on the Western Slope as well as metropolitan users on the Front Range will have access to unique statewide resources. 
While implementation of Prospector into the remote libraries of Western Colorado obviously reach rural Coloradans in unprecedented ways, the benefits to statewide users is also noteworthy. Consider one surprising example: a search for “Colorado ski industry” finds 20 titles in Marmot and 55 in Prospector with only two duplicate titles between them. Imagine 73 unique titles satisfying such a search for residents all over Colorado. 

d) Staff
Marmot Executive Director Jimmy Thomas will direct the development of marketing materials so libraries can make Prospector obvious to library users. With experience in many library IT positions at OCLC, CARL, The Library Corporation, and AquaBrowser, including marketing and sales roles at TLC, he can direct an effective campaign for this project to “make a difference.”
Member Services Librarian Mary Katherine Katzer will coordinate catalogers in Marmot libraries to deal with bibliographic issues. Questions of matching and overlaying in any physical union catalog require expertise. Mary Katherine’s skills with Millennium “Create Lists”, “Global Change”, and “Rapid Update” help maintain a healthy union catalog for Marmot. 
Library Systems Administrator Keith Dedman manages circulation parameters for Marmot libraries. He is also product owner of the new “VuFind at Marmot” OPAC. His role with the Marmot “Access Services Task Force” will be important in educating member library staff about policy & procedures for Prospector.
Web Coordinator CJ O’Hara is one of two developers currently implementing and enhancing VuFind at Marmot. His web developer skills will help make Prospector obvious in Marmot library websites and OPACs. Making Prospector easy to get to is part of the strategy to make this service popular and successful.
Seven other Marmot staff support systems, network, and workstations for Marmot libraries. Their role in help desk duties will be slightly expanded to include Prospector issue logging, tracking, and resolution.

e) Timeline
[Please see email 10/13/10 from Jimmy Thomas to Directors re “Prospector Implementation Schedule ***DRAFT***”.]

f) Evaluation
Online surveys will be used to measure library customer acceptance of the expanded borrowing capabilities.
Holds Filled statistics gathered every year within the Millennium system will be compared with similar Prospector borrower/lender statistics to measure actual growth in Marmot/Prospector ILL. (Find out what SWIFT stats can be compared to measure overall increase in statewide resource sharing—assuming there may be a decline in SWIFT-based ILL.)

SECTION E: BUDGET   
Use of Funds: The funds will be used to purchase software and implementation services from III; Prospector Entry Fee and 1st-year Prospector Annual Fee from the Colorado Alliance of Research Libraries; and to pay salaries and benefits of 1 FTE of Marmot staff for a 1-year project, distributed as follows:
	.25% FTE	Mary Katherine Katzer
	.25% FTE	Keith Dedman
	.25% FTE	CJ O’Hara
	.25% FTE	Jimmy Thomas and other Marmot support staff.

Not quantified in the budget form above is the work to be performed by Marmot member libraries (marketing, training library staff, and training library customers). This could clearly add up to a lot of work hours overall, but we don’t feel it will be a good use of grant funds to track and report those efforts. 
Work to be performed by Colorado Alliance staff seems to be covered as a project cost already itemized in the budget form as “Prospector Entry Fee,” so we have not attempted to count this as in-kind separately.
BUDGET: Sustainability
Marmot member libraries will share ongoing annual costs:
	$15,300	Annual maintenance increment to III 
	$50,000	Annual Prospector membership to the Colorado Alliance 
	$65,300	Total addition to Marmot operating expenses



	BUDGET FORM  
	
	
	
	
	
	

	FY 2010- 2011 LSTA Grants  
	
	

	
	
	
	
	
	
	

	 
	 
	 
	Local Match 
	 
	 

	CATEGORY
	LSTA Funds Requested October 1, 2010
	 
	Cash   15%
	In-Kind  10%+
	 
	Project Total

	Personnel
	 
	 
	 
	 
	 
	 

	         Salaries
	
	 
	
	$60,000.00
	 
	$60,000.00

	         Benefits
	
	 
	 
	$12,000.00
	 
	$12,000.00

	Operating
	 
	 
	 
	 
	 
	 

	         Contract Services: 1st year Prospector annual $50k + III impl fee $2.5k + III on-site training
	$39,375.00
	 
	$13,125.00
	
	 
	$52,500.00

	         Telephone / Data
	
	 
	
	
	 
	$0.00

	         Software: INN-Reach license
	$74,109.00
	 
	$24,703.00
	
	 
	$98,812.00

	         Supplies
	
	 
	
	 
	 
	$0.00

	         Printing
	
	 
	
	
	 
	$0.00

	         Postage
	
	 
	
	
	 
	$0.00

	         Travel
	
	 
	
	 
	 
	$0.00

	         Project Evaluation Costs
	
	 
	
	
	 
	$0.00

	Technology
	 
	 
	 
	 
	 
	 

	         Computer Equipment
	 
	 
	
	
	 
	$0.00

	         Other Equipment
	
	 
	 
	
	 
	$0.00

	         Telecommunication Installation
	
	 
	
	
	 
	$0.00

	Capital Expenditures
	 
	 
	 
	 
	 
	 

	         Books
	
	 
	
	
	 
	$0.00

	        Other: Prospector Entry Fee
	$112,500.00
	 
	$37,500.00
	
	 
	$150,000.00

	 
	 
	 
	
	
	 
	 

	 
	 
	 
	 
	 
	 
	 

	TOTALS
	$225,984.00
	 
	$75,328.00
	$72,000.00
	 
	$373,312.00
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