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Introduction

Over seventy million items are held in the collections of Greater Western Library Alliance member libraries.  The extent to which these resources are available to all members of the consortium will be determined by the quality of resource sharing.  [Technology to improve service continues to be developed. The GWLA Resource Sharing and Document Delivery (RSDD) Committee should discuss new technologies regularly, in order that everyone may be aware of what exists and to determine those technologies that might be appropriate for adoption by all of the GWLA Interlibrary Loan operations.]  We need to be prepared to utilize new technologies to improve service.  We must also look for efficiencies in non-technological areas such as workflow and staffing.  Local policies and procedures should not impede effective resource sharing.  

The GWLA Executive Committee mandated the establishment of a task force to study and improve interlibrary loan within the consortium.  In May 1999, a task force was formed; the first priority was to draft a charge (See Appendix p. 1) that would guide investigation of ILL Best Practices for Big 12 Plus libraries. 

The Task Force began by identifying current philosophies and goals of interlibrary loan operations using a survey, completed by all GWLA RS/DD units except Linda Hall in December 1999. (Every GWLA Interlibrary Loan operation has a copy).  The survey identified three major goals:  

· Accuracy

· Speed of delivery

· Accessibility of materials by patrons

The survey also identified barriers that hinder fulfillment of goals, including: 

· Staffing—shortages, training, and turnover

· Accuracy—citations, lender selection, supply of correct item, copy quality

· Technology—awareness, sufficient quantity, maintenance, upgrades

· Procedures—outdated, inefficient

· Failure to use expedited shipping mechanisms, such as a commercial shipper or Ariel 

· Union list – unavailability, non-use

· Item availability

The Task Force proceeded to identify Best Practices to use within the structure of policies/procedures/beliefs that would provide the level of service expected by most of our patrons. 

Best Practices Framework

Best Practices are highly effective or innovative operating procedures and philosophies that produce outstanding performance when implemented.  Most Best Practices are in use by effective operations and are achievable by others while some Best Practices are theoretically important but need to be tested.  

Some Best Practices can be used by individual libraries to provide improved service to their patrons.  Others require implementation by both the requesting and supplying libraries to provide improved service.  In addition, there are still others that must be used by groups of libraries in order to provide optimal service.  A GWLA library that uses the full range of Best Practices will not only provide the best service to their patrons but also provide the best service to their consortium colleagues.  Attaining this level of service demands system-wide commitment to each other.

The Task Force identified Best Practices recommended for the Greater Western Library Alliance from the accumulated experience of member operations, with reference to ARL’s Measuring the Performance of Interlibrary Loan Departments.  Best Practices were those identified as most valuable in meeting the goals and standards for interlibrary loan established by the Greater Western Library Alliance consortium.

The Task Force organized Best Practices into three hierarchical levels: Conceptual, Structural, and Procedural.  

· Conceptual:  Best Practices at the highest level constitute the philosophical framework within which interlibrary loan operates and include goals and standards.

· Structural:  Best Practices at the middle level provide an infrastructure that allows for the implementation of conceptual and procedural Best Practices.  Structural Best Practices include resources as well as the consortium and institutional framework and expectations.  Resources include staff, equipment, technology, and organizational structure. 

· Procedural:  Best Practices at the base level are comprised of daily routines, procedures, tasks, and ways of processing the workload.

A standard is a reference point against which an organization may measure its operating procedures or outcomes.  The Task Force identified standards on two levels: Service Goals and Levels of Achievement.  

· Service goals are general levels of performance, such as fast turnaround, adequate administrative support, and accurate fulfillment.  

· Achievement levels are quantitative and specific, such as average turnaround; lending staff ratio to number of transactions; and percentage of error rate in fulfillment.

The GWLA Best Practices document, including service goals and achievement levels, is a dynamic and changing work.  Its purpose is to bring the standard of service offered in each ILL operation to a consortium-defined base level or higher.  Experience, new ideas, and new technology will prompt changes as needed.

Recommended Best Practices 

Conceptual Best Practices

Conceptual Best Practices constitute the philosophical framework within which interlibrary loan operates in the parent library and the consortium.  [Commitment is needed within each individual library for maintaining appropriate levels of funding and support, especially in times of budget constraints.]

Priorities:  

· Recognize that excellence in Borrowing cannot exist without excellence in Lending

· Provide equal support for Lending and Borrowing to achieve responsive ILL on a consortium-wide level

· Serve local patrons and patrons of every other library in the consortium equally

Leadership by library administrators: 

· Incorporate resource sharing needs and activities into the library's strategic plan

· Acknowledge the importance of patron needs

· Recognize resource sharing as an integral component of collection development

· Investigate and coordinate collection development and resource sharing activities

· Provide adequate resources (staff, money, equipment, etc)

· Stress to Interlibrary Loan the role of technology in resource sharing is to perform routine tasks that then free staff to perform the more challenging and sophisticated tasks.

Evaluation: 

· Adjust ILL operations to reflect changes in technology, user demands, and information-seeking behaviors 

· Evaluate lending and borrowing operations regularly on both the consortium and the individual ILL unit level through the use of measurable criteria.

Communication: Effective sharing of information and ideas provides guidance and ensures the success of cooperation.  Library administrators' communicate with:

· Each other

· The resource sharing consortium

· Interlibrary loan unit heads

· Their institutions' administration

Access to material: High-performing operations with a consortium-wide view maximize access to their own and each other’s material.

· [Strive to lend] anything a local GWLA patron can charge out and remove from his/her local library.  An exception is material on Reserve.

· Make accurate holdings information easily accessible to other libraries.  For example, libraries that cannot participate in OCLC's Union List should be supported at the administrative level to selectively enter local data records 

· Strive to insure that licenses and other contracts allow for sharing information with other libraries through interlibrary loan whenever possible

Continuous learning ILL operation: High performing ILL operations are committed to continuous learning.

· Interlibrary Loan operations take place in an environment of continuous change.  Before new knowledge in ILL operations can be incorporated, new behaviors need to be formed and re-formed.”
Structural Best Practices

Best Practices at the middle level provide the infrastructure and resources that allow for the implementation of conceptual and procedural Best Practices, and include staff, equipment, technology, and organizational structure. 

Resources and Infrastructure
Staff

· Determine and maintain appropriate staffing, including adequate numbers, thorough ongoing training, appropriate skill levels, and maintenance of those skills 

· Cross train staff so everyone knows every task, can train others, knows which job needs doing, and understands how Borrowing processes affect Lending and vice versa

· Encourage flexibility and independence

· Staff should be more than adequately trained to use the equipment and the technology

· Identify and eliminate gaps in training 

· Find ways to boost morale, increase longevity, encourage attendance (e.g., try a student work contract)

· Consider staffing an evening shift 

Equipment and Technology:

· Maximize technology wherever possible

· Work with others in the library to maximize the use of electronic resources and new technologies, i.e. open URLs, full-text serials, etc.

· Provide individual work stations for each staff member with access to OCLC, bibliographic databases, the library's OPAC, and the Internet

· Staff should be encouraged to participate in development, implementation, and evaluation of technology

· Provide an adequate number of Ariel work stations to handle traffic

· Implement a state-of-the-art image-transmission technology for non-loanable items

· Implement an ILL database manager to handle record keeping

· Network individual workstations to share ILL data 

· Utilize systems that fully implement ISO ILL standards

Organization

· Develop efficient workflow and workplace arrangement

· Centralize all interlibrary lending functions, including retrieval, shipping, and copying, if support units cannot meet standards 

· Exploit opportunities to share information with collection development 

· Provide adequate workspace

· Support continuation of express shipping contracts 

· Provide support for ILL Librarians and support staff to attend learning events, workshops, and conferences

· Provide written policies and procedures

· Maximize the use of locally available materials in all formats

Evaluation 

 Have appropriate tools in place and gather data regularly. Assess information and make appropriate changes.

· Gather user satisfaction data rather than make assumptions about what users need.  Use data to identify problems and areas that need improvement

· Gather data on workflow, including turnaround time and error rate within your operation, for other libraries, and for the consortium as a whole

· Gather statistics on number of transactions and staffing levels

· Periodically evaluate and adjust procedures and workflow to accommodate changes in technology, staffing levels, and patron needs

· Borrowing and Lending units should assess levels of response from GWLA libraries in order to identify problems, incorrect practices, etc.

· Utilize existing data, such as the ARL ILL Cost and Performance Study and make comparisons looking for improvements as each new Study is published. Share library-specific data among all GWLA Libraries

Communication

· ILL Supervisors communicate:

· Their needs and the trends in resource sharing to appropriate library administrators and library staff. 

· Communicate with each other at annual meetings and through e-mail between meetings to coordinate resource-sharing and learn from one another

· ILL supervisors participate in a consortium-wide e-mail message list

· Communicate with others in the ILL community

· Notify other GWLA operations when they cannot follow a standard for a period of time

· ILL staff:

· Provide timely feedback to each other regarding specific interlibrary loan activity

· Keep interlibrary loan librarian informed

Procedural Best Practices

Best Practices at the base level are comprised of daily routines, procedures, tasks, and ways of processing the workload.  Many of these are best determined at the local level.

Daily routines: 

· Download two or three times per day and process OCLC requests at least once, preferably twice, a day

· Read and respond to message files daily

· Update requests throughout the day

· Process mail and courier deliveries promptly

Preferred Procedures: 

General
· Give GWLA lending requests the same priority as local borrowing requests.  Because GWLA libraries trust each other to make this commitment, we know our own borrowing requests will be filled expeditiously.

· Emphasize doing the work correctly the first time, rather than double-checking everything 

· Eliminate duplication of effort, such as re-keying borrowing requests into OCLC work forms 

· Do not charge other GWLA Libraries

· Use OCLC IFM for non-consortium financial transactions

· Enter serial local data records on the OCLC Union List and maintain entries; selectively union list if there is no other alternative

· Look for group discounts for shared resources, like the British Lending Library.

· Create, share and use macros whenever possible

· Accurate and timely updating – recognizing while all updating is ultimately critical there are some that need to be done asap including ‘shipped’, ‘nos’, ‘received’, and ‘returned’

· In general, borrowing libraries who request special services may need to consult the lender’s lending policies, and availability in the lender’s OPAC, prior to making the request

· GWLA Libraries should follow national ILL code

· The GWLA requires a 6 - 8 week loan period with renewals up to the discretion of the lending library.
Borrowing

· Submit ILL data via ISO-compliant web forms and web clients.  Minimally provide some form of electronic request system for patrons

· Support patron-initiated methods of requesting items (e.g. OCLC Direct Request)

· Deliver borrowed items or notifications to patrons in the most expedited and convenient way possible, such as Prospero, ARIEL, ILLiad, and e-mail

· Always use serial union lists when ordering journal photocopies.  The time it takes is more than recovered in higher fill rates and decreased unnecessary work for lending libraries

· Use custom holdings

· Use “Reasons for No”

Lending

· Expedite the search for call numbers and item retrieval

· Coordinate item retrieval with branch libraries and remote storage areas 

· Check shelves only once when retrieving materials to expedite borrower's turnaround time unless they are the only supplier

· Use expedited shipping vendors 

· Respond to rush requests within four working hours from the time the request is received

· Expedite data-entry by using barcode and wands, macros, etc. 

· Use “Reasons for No”

· When scanning documents for electronic delivery, enter the patron’s entire name to expedite processing at the receiving library

· When scanning documents for electronic delivery, include a copy of the request form at the beginning of the scanned document

Recommended Standards and Levels of Achievement

Establishing consortium-wide minimal standards for ILL interaction provides the framework for workflow design and plays an integral part in helping all consortium members provide optimal service to their own patrons as well as to all GWLA patrons.  Levels of Achievement include:

Minimum standards for GWLA Libraries

· Borrowing requests which can be readily verified should be sent to the best possible supplying libraries within 24 hours of receipt from patrons

· Requesting libraries should process incoming materials quickly, making the material available and notifying the patron within 24 hours of receipt

· Supplying libraries should use an expedited shipper, sending returnables so the requesting library receives the material by the “5th OCLC referral day” 

· Supplying libraries should deliver non-returnables so the requesting library receives the material by the 3rd OCLC referral day

Guidelines for workflow design

· All units should maintain staffing levels sufficient to meet consortium minimum standards.  Some guidelines on staffing levels are:

· Borrowing: One FTE for each 4000 to 5500 requests received annually

· Lending: One FTE for each 8000 to 10,000 requests received annually
· Ariel workstations should be available to receive 24 hours per day

· Set a goal to fill between 85 to 95 percent of borrowing requests

· Supplying libraries should deliver copies via Ariel to permit electronic transfer to the Web or e-mail for patron access

Continual improvement and review of task force recommendations

These recommendations should be reviewed on a regular basis.  The task force suggests the following: 

Introduce these ideas to new GWLA libraries

The GWLA RS/DD Committee needs to provide this information to new members so they understand current expectations and can actively assist in resource sharing improvement throughout the GWLA.  

· Provide new libraries with these recommendations and all other pertinent documents

· Have a follow-up conference call with the ILL chair and a member of the ILL Best Practices Task Force to discuss

Develop tools to determine what our patrons want

As with many areas of library public service, determining what our patrons really want is a difficult and ongoing task.  We wholeheartedly support efforts to assess what services patrons need and to critically evaluate the workflow based on these needs.  Several ideas include:

· Look at LIBQUAL as one topic to determine applicability to resource sharing needs

· Consider other survey instruments that help us

· Share locally designed instruments

Share ideas with the library community at-large

· Keep current with library literature

· Take advantage of speaking and writing opportunities

· Create an interactive website to provide information and gather feedback

Continuously evaluate and improve this document

· Discuss the current document, identify specific focuses for GWLA RS/DD meetings, and form small working groups to develop reports for GWLA RS/DD meetings.  Several important elements, which need further study, include:

· Patron survey instrument

· Development of quantitative standards

· Tools for qualitative assessment of service

Ramifications of non-participation

It is crucial for everyone to use some Best Practices and standards to ensure the best service within the consortium.  This is especially true of the ‘conceptual’ Best Practices.  The GWLA RS/DD community understands there will be the occasional time when a library cannot meet specified standards.  When unable to comply, the ILL Librarian must notify other GWLA operations.  However, if this extends beyond a reasonable time or happens habitually, we recommend that:

· Every effort should be made to find alternatives of similar value; for example, if Ariel is out of service, fax may become a reasonable alternative

· When one library experiences a continuing problem with another, the ILL Librarian of the concerned library should discuss the issue with her/his colleague in the other library. 

· If these efforts fail, then s/he should consult the GWLA Program Officer for Resource Sharing 

· Libraries unwilling and/or unable to uphold consortium standards should readily withdraw from the interlibrary loan aspect of the GWLA.

Conclusion

Everyone on the task force has appreciated the opportunity to participate in this effort.  Our library collections are the foundation of GWLA resource sharing, but it is through a climate of cooperation that we will facilitate access to these materials.  We recognize that compliance is voluntary; however, ILL staff have always been willing to embrace innovations that will benefit the library users they serve, near and far.  We also know that to be successful these recommendations need support beyond ILL units.  We are excited about the possibilities of a consortium-wide commitment to these recommendations.

Appendix ~ Charge

1.Resource Sharing 

                           1.GOAL – Design and develop a technical framework that will be a major

                             contribution to the next generation of automated, patron-initiated

                             interlibrary lending systems. 

                                1.Strategy – Evaluate various ILL systems now in use(ILL Direct

                                  Request, Southern Illinois University, Colorado State University, etc.)

                                  and recommend implementation. 

                                2.Strategy – Evaluate and improve current ILL practices among member

                                  libraries within the framework of the NAILLD principles and in support

                                  of the consortium-wide system implemented per 1.1.1.

http://www.big12plus.org/strategicplan.htm

The original charge as written by the 2000 Task Force was approved by the formerly named Big Twelve Plus (BTP) Interlibrary Loan Group and has been in effect since that approval. The original charge follows.

The Big 12 Plus Best Practices Task Force will undertake to:

1. Identify current philosophies and goals of service related to interlibrary loan and the interaction of Borrowing and Lending within the Big 12 Plus and its member libraries;

2. Gather information on the Best Practices that can be used in support of these philosophies;

3. Evaluate their use in promoting our goals within Big 12 Plus libraries;

4. Recommend specific Best Practices for use in Big 12 Plus member libraries;

5. Draft a proposal summarizing research and evaluation and recommend a plan of action.

Best Practices may include technological or non-technological elements, and should be broad enough to be adhered to by all, not just libraries able to participate in the consortium-wide system. Best Practices deal with workflow, procedures, organization, uses of personnel, and automated systems.  Not only do they increase operational efficiency and cost-effectiveness, they support and promote the goals of the interlibrary loan program of the Big 12 Plus and its member libraries.

The Task Force will keep the B.P. ILL Librarians as informed as possible throughout the process and we will complete our work on the project by March 31, 2000.

Book referenced in report:

Jackson, Mary E. Measuring the Performance of Interlibrary Loan Operations in North American Research and College Libraries. Washington, D.C.: Association of Research Libraries, 1998.
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