	

	Every year that you don’t increase your materials budget you’re effectively cutting it—the cost of budget and processing of books increases 5-7% every year.



	

	Policy guides:  Where you select. What you select. Who selects. 

Plan guides:  When you select. Why you select. How you select. 

Policy shouldn’t change year to year but plan should be updated regularly.



	

	Examples of goals: 
· 80% annual turnover in picture books, median collection age of 5 years in 600s.
· Weeding timelines—entire collection evaluated and weeded every 12 months
· Identified needs—what areas you will focus on in the next year.
· What would you do if you suddenly had money?



	

	Language—demographics alone shouldn’t dictate how you divide up your budget
Socio-economic—can drive the tipping point on adoption of new formats and technology
Ages– children’s books cost less but there are more formats

Why don’t they use library? They don’t know about it. They don’t need it/They don’t think they need. Inconvenient.


	

	Go to Governing Authority with real statistics and a plan 
Seeking out grants from Friends or other sources
This is where we are, this is where we should be, this is how we’ll get there. 
What we need, why we need it, how we’ll do it, how we’ll maintain it .


	

	Just like in your home there are options for scaling your expenses. If you have a fixed income and your rent goes up, you cut back someplace else but you need to have the essentials.
So what are the essentials for libraries? 
If you have areas and priorities for growth identified you can allocate additional funds to those areas when they are available. 


	

	Standards can be a good starting point but should be adjusted to meet local needs and use patterns.

Does the cost of databases and/or econtent come from your materials budget or is it separate? Does it matter?




	

	Circ by area
Turn over rate
Shelf “real estate”
Copyright age
Last circ
Cummulative circ
Date added
Circ per year –per last 3-5 years



	

	


	

	Good selectors develop a “feel” for what will be popular or what the community needs. However, these decisions are not based solely on gut instincts, they are informed by knowledge of how the collection is used, reviews, being aware of popular authors, etc.





	[image: ]
	
Having guidelines for selectors that are tied to your goals and budget allocations is essential. 

If you are working with a severely limited budget you need to decide early on if you are going to be guided primarily by star reviews, popularity and requests, circulation, etc.



	

	
Has adoption/ownership of a new technology reached a certain percentage of the population – do you serve a community of early adopters? Accept that you may need to purchase same title in more than one format.

When removing—consider the impact—look at circs! Allowing things to die via attrition vs. wholesale deselection. 


	[image: ]
	Models of selecting: centralized, decentralized, hybrids

Experts don’t have to be professionals or even staff.


	

	Reviews…how important are they?
Traditional resources
Crowd sourcing
Popculture



	

	What you should know about the publishing world…

Publishers control market not reviews

Marketing in many cases drives demand




	

	Times you *really* want to use reviews:

Filling collection gaps.

Considering whether to add a donation.




	

	

	

	Can you really compare ebooks to print? 

Usage of music CDs has dramatically fallen off in recent years in our libraries. 

Products like Zinio are making libraries rethink the need for print magazines.



	

	Need to address self-published materials as a part of your collection development plan and policy. 

Consider: 1) only add those books of local interest—often the best local history resources are self-published. 2) consider adding donations by local authors and even creating a special shelf in the library to highlight local authors.

Also, watch for real world usage. 




	

	What academic libraries are trying.

Using dummy records.

Balance demand with decimating your budget.

Does PDA skew the collection? 

	

	
If you have an older collection, don’t have expertise in local reports, guidance from a community of users can be useful



	

	

	

	
Weeding needs to be a part of your collection development plan.

Lease or Purchase?



	

	Statistics show that having fewer books on the shelf, provided they are good books, equals better circulation. 


	

	

	

	Key word is Continuous


Using CREW as a model, go through your collection development plan and set goals and local standards for specific collections, formats, and subject areas.



	

	


	

	


	

	


	

	· Find the person on staff who enjoys it
· Let paraprofessionals and volunteers pull items for evaluation
· Start with the no brainers – duplicates, ugly copies, “dusty” books
· Do it in cycles rather than all at once



	

	





jennifer@shpl.org
Anthony.halstead@countyofnapa.org 
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Policy vs. Plan

What’s the difference?







POLL: Whose library already has a written cd plan?



Policy guides  Where you select. What you select. Who selects. (usually one page)

Plan guides  When you select. Why you select. How you select. (should be very detailed)



Do not necessarily need to be separate documents. Policy shouldn’t change year to year but plan should be updated regularly.
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What should be included in your plan?

•Goals & priorities for different collection areas  –Tied to your mission or library’s strategic plan•Identified needs and plans for targeted growth•Timelines and goals for weeding and evaluation•Guidelines for weeding•Criteria for adding/removing formats•Justification for how funds are allocated
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What should be included in your plan?

Goals & priorities for different collection areas – Tied to your mission or library’s strategic plan

Identified needs and plans for targeted growth

Timelines and goals for weeding and evaluation

Guidelines for weeding

Criteria for adding/removing formats

Justification for how funds are allocated

	







Goals for different collection areas – ie. If the library has made it part of its mission to meet the needs of local elementary school students, there should be very specific goals and plans for how to do that with collections. Or, if library has set a goal to increase circulation by a certain percentage, collection goals should address that goal.

Examples of goals: 80% annual turnover in picture books, median collection age of 5 years in 600s.

Weeding timelines—entire collection evaluated and weeded every x month

Identified needs—what areas will you focus on in the next year. What would you do if you suddenly had money—Books4U
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Knowing Your Community 

(& their needs)

Demographics (Language, Cultural backgrounds, Socio-economic, Ages, Education)

Weighing usage vs. potential usage – Who uses the library now? Who doesn’t? Do you know why?









Cultural influences on collection decisions: example of Hmong print vs media.

Language—demographics alone shouldn’t dictate how you divide up your budget—if your jurisdiction is 75% Spanish speaking but only 10% of your usage is Spanish materials…If you build it, will they come? – striking a balance



Socio-economic—can drive the tipping point on adoption of new formats and technology

Education—???

Ages– children’s books cost less but there are more formats



Why don’t they use library? They don’t know about it. They don’t need it/They don’t think they need it = same thing. Inconvenient.



Finding out—raw data, focus groups, surveys, interviews with public and staff (OC caution)
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Leveraging Your Plan to Get Funding









Going to Governing Authority with real statistics and a plan 

Seeking out grants from Friends or other sources

Lewisville story—

This is where we are, this is where we should be, this is how we’ll get there. Goal to update collection by x years in x amount of time, new need $$ to purchase materials to raise age by X 

What we need, why we need it, how we’ll do it, how we’ll maintain it = 3 year bump ($100K to $300K for 3 years, then $150K)
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Back to concept of fixed income. If you think of your collection as being run on a household budget, there will always be things that you need: utilities, rent/mortgage, food, etc. Just like in your home there are options for scaling your expenses. If you have a fixed income and your rent goes up, you cut back someplace else but you need to have the essentials.

If you cut out essentials you may never catch up—this is why collection choices need to be based on real world data

So what are the essentials for libraries? Depends on your community and your goals. If your goals are to serve the broadest group at the most basic level: bestsellers. If your goals are to meet the needs of children and families, those items become your essentials. 

Conversely if you have areas and priorities for growth identified you can allocate additional funds to those areas when they are available. 

Baker & Taylor tool.
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Dividing up the Pie  –Standards vs. Real World
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Dividing up the Pie – Standards vs. Real World















Standards for fiction vs nonfiction, adult vs children, print vs media, digital vs print, educational vs entertainment, databases vs traditional reference

Standards can be a good starting point but should be adjusted to meet local needs and use patterns.



Does the cost of databases and/or econtent come from your materials budget or is it separate? Does it matter?



Bitterroot Public Library in Montana – excellent example of allocations based on community evaluation.
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Poll: what statistics are you using now?



Circ by area

Turn over rate

Shelf “real estate”

Copyright age

Last circ

Cummulative circ

Date added

Circ per year –per last 3-5 years



Poll: are there any other stats that you find particularly useful?
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From Intellectual Freedom Manual: Libraries  should provide materials and information presenting all points of view on current and historical issues.Reality: The challenge of the times is to develop a formula which balances competing needs.A balanced collection reflects a diversity of materials and resources, not an equality of numbers.
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From Intellectual Freedom Manual: Libraries should provide materials and information presenting all points of view on current and historical issues.



Reality: The challenge of the times is to develop a formula which balances competing needs.



A balanced collection reflects a diversity of materials and resources, not an equality of numbers.







Balance
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Intuition versus data

Often hear that good selectors develop a “feel” for what will be popular or what the community needs. However, these decisions are not based solely on gut instincts, they are informed by knowledge of how the collection is used, reviews, being aware of popular authors, etc.
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Adding (and removing) Formats
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Adding (and removing) Formats









It used to be that new formats superceded the old. But even when DVD took over the VHS world there was still overlap time. 

Now new formats don’t necessarily replace old—for instance, people who read ebooks don’t necessarily do so to the exclusion of print. 



Many libraries are hesitant to add new formats because of the upfront and also the long term expense. You need to do your research—don’t just rely on anecdotal evidence from staff or even other libraries. Watch the market.



Has adoption/ownership of a new technology reached a certain percentage of the population – do you serve a community of early adopters? Accept that you may need to purchase same title in more than one format.



When removing—consider the impact—look at circs! Allowing things to die via attrition vs. wholesale deselection. Accepting donations means a commitment to the format as well.
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Reviews: What are you using? How important are they?









Reviews…how important are they

Poll: what are you using

Crowd sourcing: rotten tomatoes, amazon, talkshows (radio and tv), gamer sites

Popculture: Entertainment weekly, People
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Publishers control market not reviews---they control who gets reviewed. 

Demand more important—marketing in many cases drives demand
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Times you *really* want to use reviews:

Filling collection gaps.

Considering whether to add a donation.
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The Moving Target

•Ebooks& Econtent•Self-publishing•Patron Driven Acquisition•Processing & Technical Services•New products that can help you.
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The Moving Target

Ebooks & Econtent



Self-publishing



Patron Driven Acquisition



Processing & Technical Services



New products that can help you.
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Ebooks& Econtent
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Ebooks & Econtent











Anyone who is watching their circulation reports knows that we have not yet reached the tipping point with print. Most people who read ebooks are still reading print as well or we have not had a significant enough shift to warrant a decrease in allocation to print, yet the demand for ebooks continues to climb. 

Some things to consider:

Can you really compare ebooks to print? Is their equitable access—frequently patrons are limited to the number of ebooks titles they can have at a given time and check out periods may differ from traditional print books. These restrictions become a barrier to heavy readers. So when you are looking at usage statistics of econtent consider how these types of limits are affecting those stats and try to normalize for them. For instance, if an individual can check out 50 books for three weeks but can only check out two ebooks for two weeks, those statistics are not directly comparable.

One area that does seem to have hit the tipping point for usage is music. Usage of music CDs has dramatically fallen off in recent years in our libraries. While the library offers downloadable music through Freegal, it is not used at the same rate as other downloadable media. This seems to reflect a change in how people get and use music. Online music providers like Pandora, Spotify, Sirius XM, and other streaming radio programs that are customizable may be having the largest effect on people’s music buying patterns. The SHPL is currently in the process of developing a survey of the community regarding this very topic.

Products like Zinio are making libraries rethink the need for print magazines.
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The World of 

Self-Publishing

One approach is to consider the public’s interest in self-publishing as a service opportunity rather than a collection development concern. There is much libraries can do to align themselves with the inversion of the vanity label on self-publishing and capitalize on the passion and dedication of proud creators.

--Library Journal 4/11/13







Self-publishing has exploded in the last 10 years as a result of the advent of new technologies and distribution channels  that allow writers to cheaply publish and distribute their own books. Print on Demand publishing (POD) began about 10 years ago. Tons of Companies offer  a complete publishing packages to the aspiring writer/publisher including cover design, formatting, editing, printing, and distributing POD books, all for a very modest price. The quality of the perfect bound paperback POD book is as good or often better than a similar paperback by a trade publisher.

Distribution is mostly done through Internet booksellers like Amazon and Barnes and Noble. Most bookstores have been reluctant to stock POD titles. And, of course, the author/publisher is responsible for marketing and promoting her own book(s). The term that is often used for this new model is “disintermediation.” It’s an impressive word that you should learn and throw it around at the next cocktail party. It means getting rid of the middle man, in this case commercial trade publishers. The good thing about that is that it is a democratizing force in the world of ideas. The bad thing is that there are no filters to separate wheat from chaff. And there is plenty of chaff out there, a veritable ocean of mediocrity.  In this respect it is consistent with the new culture  of information on the Internet where everyone is an expert.

Self-publishing e-books has become the new enthusiasm. It barely existed a couple years ago. Now  it  has emerged. It is even easier and cheaper than POD. It can be created and distributed virtually for free. 

Many libraries typically shied away from self-published materials  or “vanity press” as they were often derisively referred to. Now some are taking a more tolerant view. The point is you need to address self-published materials as a part of your collection development plan and policy. 

The biggest deterrent to purchasing or adding donations of self-published books is the lack of credible reviews. Some self published authors are getting very clever about how they market to libraries.

If you plan to include self-published works in your collection or would like to explore the idea, here are two options to consider: 1) only add those books of local interest—often the best local history resources are self-published. 2) consider adding donations by local authors and even creating a special shelf in the library to highlight local authors.

Also, watch for real world usage. Some self-published books will get picked up by traditional publishing houses. The biggest recent example is likely Fifty Shades of Grey which was originally began as a piece of fan fiction in connection with the Twilight series.
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P.D.A. 

Patron Driven Acquisition

The adoption of PDA has been facilitated by a shift in collection management philosophy away from "just-in-case" collecting to a "just-in-time" strategy for providing access to collections. 











Can mean anything from having an easily available purchase recommendation form that is moderated and then has criteria for ordering – number or requests, reviews, cost, year of publication, ILL?, etc. be cautious – this can be an easy entry way for sneaky self-publishing authors



Another option many academic libraries are trying and we’d like to see in public libraries this scenario: There are two similar titles on the same subject that both get good reviews but you only have funds to purchase one. Add records for both books to your ILS, wait, when the first hold is placed, order the book that was requested and delete the other record.



Add records to your ILS before the books are announced and then purchase based on the number of holds—ie. Oprah books or “John Grisham’s Next Book”

Have a holds to copy ratio and stick to it! After all, if 40 people in your community have bothered to reserve a book, you can safely assume another 80 or 100 want to read it.



Balance demand vs decimating your budget.



When a particularly high demand title is coming out—consider going all out to fill holds. It can be a big expense but can make a big impression on your community and get a lot of great press.



Implications for collections – does this mechanism skew the collection? – it can if you have only a handful of users directing use but if you are monitoring additions you can continue to balance as needed.



23



image1.png







image2.png









PDA.
Patron Driven Acquisition





image21.emf

Microsoft_PowerPoint_Slide1919.sldx














Some examples of higher level vendor help.

Orange Boy, Counting Opinions, and Civic Technologies are examples of companies that can help provide input on community needs assessment which would then be used to make decisions about materials allocations.

Collection HQ is a newish product that can provide detailed information about how your collection is used by drilling down into specific statistics provided through your ILS. It can gene

rate very specific reports that can be used to analyze collection use and identify areas that need to be updated.

POLL: Do any of you work for a library that uses HQ or has considered it? $$$

If you have an older collection, don’t have expertise in local reports, guidance from a community of users can be useful
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The Politics of Weeding in Lean Times
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The Politics of Weeding 

in Lean Times











POLL: Who will admit to enjoying weeding? Who will admit to hating it?



Many times librarians are afraid to weed because they don’t want to get caught throwing out books. 

This is why  having a collection development plan is important—it explains and outlines your goals and how you plan to achieve them. weeding needs to be a part of that process.



If public perception is truly a big concern consider book leasing plans. These allow you to meet demand when items are hot and get rid of them when they are not. In terms of cost there is very little savings to be had in leasing versus buying but it can help you to address high demand items without having to load up your dumpster with Janet Evanovich in the dark of night six months later.
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Why Weeding is Important









Not just a matter of getting rid of erroneous information and ugly books. It’s also about increasing circulation. Statistics show that having fewer books on the shelf, provided they are good books, equals better circulation. Like having 5 really good outfits instead of a hoard of clothes you hate.
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Continuous

Review

Evaluation and 

Weeding







POLL: Who has heard of CREW? Anyone actively using it?



CREW—Continuous Review, Evaluation and Weeding.

Key word is Continuous—don’t just weed when you are out of space. Be methodical.



Developed in TX and used to be recommended for small to medium libraries but now is recommended for all sizes and is a very good model.



Using CREW as a model, go through your collection development plan and set goals and local standards for specific collections, formats, and subject areas.
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Easy Book Evaluation Criteria:  

1.  circulation 

2.  physical condition 

3.  interest level 

4.  format 

5.  duplicate copies 

6.  reading level 

7.  quantity of books of that type or subject  

8.  new editions or better books of the same nature are available  

9.  content 

Juvenile NonFiction Evaluation Criteria  

 

1.  content (misleading, inaccurate, or out of date)  

2.  quantity of books of that type or subject  

3.  new editions or better books of the same nature are available  

4.  interest level 

5.  reading level 

6.  format 

7.  physical condition 

8.  circulation 

9.  duplicate copies 
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1.  content (misleading, inaccurate, or out of date)  


2.  quantity of books of that type or subject  


3.  new editions or better books of the same nature are available  


4.  interest level 


5.  reading level 


6.  format 


7.  physical condition 


8.  circulation 


9.  duplicate copies 











image33.emf
Tips for making it easier
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Tips for making it easier









Let someone else do it – If you find you have an emotional attachment to books that cannot be overcome—let someone else do the dirty work.

Find the person on staff who enjoys it

Let paraprofessionals and volunteers pull items for evaluation (local cookbook editor)

Start with the no brainers – duplicates, ugly copies, “dusty” books

Do it in cycles rather than all at once—makes it easier to have it scheduled and also is better practice in terms of keeping the collection fresh.
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Tips for making it easier
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Replace?Repair?Recycle?

Not 1 to 1Minor repairs on an item in High demand that cannot be replaced

YES!
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jennifer@shpl.orgor  anthony.halstead@countyofnapa.org
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jennifer@shpl.org   or  anthony.halstead@countyofnapa.org 
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Living on a Fixed Income

No matter what your budget, it’s always limited—the trick is learning 

to make it scalable
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Living on a Fixed Income

No matter what your budget, it’s always limited—the trick is learning to make it scalable







Every year that you don’t increase your materials budget you’re effectively cutting it—the cost of budget and processing of books increases 5-7% every year.
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“My fixed income broke again.”
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