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I was very pleased to be invited to address this distinguished group of ANKOS representatives on the subject of consortial development. In a very short time you have put together an impressive group of libraries and undertaken some important collaborative deals. Already Turkish academic libraries are reaping the first benefits of these deals through vastly expanded access to the journal literature for modest prices. The issue now for ANKOS is how to build upon and expand these early successes. In other words, given the demonstrated power of collaborative action, what new world do the academic libraries of Turkey wish to create for the support of higher education and what organizational structure is needed to implement this new order. It is a question of vision of vision and mechanism.

It is probably useful to be careful about defining vision. We are not talking here about focusing on problems or needs. That would be approaching the matter from a negative and limited point of view. Such an approach places the problems rather than the possibilities at the center of one’s thinking. And it is certainly a truism of life that how a question is asked does much to determine the nature of the answer. A vision is positive in its approach and focuses instead on opportunities and possibilities. Of course it implicitly addresses problems as well, but it does not place them at the center of one’s concern. The center of a vision is, most simply, what new world do you want to live in.

But a vision must have a partner if it is to be more than an empty hope or a wishful fantasy. Accompanying a vision must be a practical mechanism for implementing and sustaining the new world the vision draws. Some general thoughts about the nature of this mechanism are also appropriate. The first thought to keep in mind is one of focus, namely that the mechanism is there to support and advance the vision. The mechanism does not exist for the sake of having a mechanism, or for helping people feel important, or because “everyone does it that way.” The mechanism should be the least possible structure required to get the job done. If it is not clear how a committee or a position will advance the vision, then I urge you to leave it out. And always have a bias for action in your structure.

Possibly as important as focus in your structure is practicality. If a mechanism is to work, it must be based in and reflect “reality”. Important elements of that reality are that some libraries are bigger, better funded and more prestigious than others. For this reason they should probably have a bigger and more active role to play in the structure. They may, for example, have permanent positions on a steering committee while smaller libraries take turns serving on such a group. On the other hand, libraries with such prominent roles to play have greater obligations to the group as well. They will be called upon to contribute greater resources and support to the consortial enterprise, including both funds and staff time. Leadership of and responsibility to the group go hand in hand.

Today’s task is simply to describe some possibilities for moving your consortium, ANKOS, from a buying club to an even higher and more productive form of cooperation.

The things I will describe are not things you necessarily should do, but things you could do. Even further, what I shall describe are not things which might possibly be done, but things which actually have been done. All my examples, both service and information possibilities as well as ideas for potential structure come from OhioLINK. First I shall describe service and information possibilities and then outline the structure (organizational mechanism) which makes the possibilities possible.

Although you have been very successful in a very short time as a buying club, today’s message is that a consortium need not limit itself to that role. A consortium can be many things, offer many information services, through a cooperative approach. In addition to e-journals (and e-books), these  include, but are not limited to, multi-library circulation, images, videos, data sets, and even library publishing. I shall illustrate each of these in turn.
Multi-library Circulation


Traditional interlibrary loan is making the best of a bad situation. First, it is slow. In North America the average time between patron request submission and the patron actually getting the item runs around a month. Second, it is expensive. Repeated studies in North America have shown that on average the cost to the library of a single ILL transaction is around $30.00 -- $14.00 for the borrowing library and $16.00 for the lending library. Third, it is labor intensive (a major part of the reason it is so expensive). A library must have specialized staff, tools, workspace, etc...Typically, at least one of the required staff is a professional librarian which, even at the modest salaries librarians receive, increases the cost of the unit and hence of the service. Fourth, it is not heavily used. Because it is so time consuming and expensive ILL will typically represent something like 1/10th  of 1% of a library’s circulation. As a result, a library’s greatest physical resource), its print collection, is effectively available only to local patrons. Because they cannot easily share materials, libraries are required to extensively duplicate them at each site. Rather than collecting in depth, libraries must spend limited funds to duplicate even low use research materials.

A more powerful alternative for libraries is to transform ILL into circulation which allows libraries to share materials between institutions cheaply, quickly and conveniently. In OhioLINK, for example, if a patron does not find a book in his local collection a single keystroke allows a universal search to be made of all OhioLINK library collections. If the book is found, the patron is prompted to enter his name, ID and the name of his local library. This generates a message in the circulation unit of the holding library. The book is retrieved from the stacks by a student assistant and, along with the note of request, is checked out to the requesting library and put into a delivery bag. Each day a commercial courier picks up the delivery bags from each library, takes them to a central site where they are sorted into new bags for delivery, and then the next day delivered to the requesting library. The patron may then pick up the book at his home library at his convenience, at which time it is checked out to him individually. When he is done, he returns the book and it is shipped back to the lending library.

This service has become tremendously popular with the faculty and students of OhioLINK libraries. In fact, it is probably the most popular and loved service which the library provides. In 2002, the 83 OhioLINK libraries performed over 600,000 loans between libraries. Repeated surveys have shown that between 41-44% of the books are delivered within 2 days while 71-75% of the books are delivered within 3 days. So the service is very fast. Since it is not necessary to have a special unit for these transactions (the automation and patron doing almost all the work) and certainly no library professionals are involved, the cost of each transaction is quite low – under $1.00 per roundtrip transaction. The transactions, therefore, are very cheap – less than 3% of the cost of an ILL transaction. And, of course, the request is so easy for the patron to make (no special paperwork, payments or trips to the library), that the transactions are very convenient.

Even more important in an environment of limited resources to acquire new materials is the huge increase in access to materials which inter-library circulation provides patrons. The patrons of OhioLINK’s 83 libraries now have easy access to over 30,000,000 volumes. A book in any OhioLINK library is effectively the same as having a book in the local library; any new book purchased for the collection of any OhioLINK library is the effectively the same as purchasing it for the local library. But it gets even better.

With a small adjustment to the system software, all selectors can see what any other selector in any other library has decided to order. This means that it is possible to begin reducing unnecessary duplication. The first year the circulation system between OhioLINK libraries was established, statistics showed that around 20% of patron requests for materials not held in their local libraries were held, and available, in at least 5 other libraries. If the system duplication were reduced to just 4 other libraries having available books, that would make 120,000 new books available for more depth in the collection each year. In other words, constructing a system which allows you to see and treat each library’s collection as an integral part of a single collection, allows you to replace unnecessary duplication with a substantial increase in collection depth and breadth.
A Consortial Library of Images

Just as man does not live by bread alone, so a library does not live by text alone – as important as text based materials are. Images also play an important part in a library’s collection. One group of images important to research libraries are artistic. OhioLINK provides a number of art databases where the patron does not just see bibliographic information about a picture, but the picture itself. Two popular databases provided by OhioLINK are Saskia art history images (about 3,000 classical images) and AMICO art images. AMICO is a consortium of museums and art institutes which have come together to digitize their images and make them publicly available. They provide a database of over 80,000 images. Not just professors and students in fine arts make use of these materials but also those in history, literature, architecture and other disciplines.

Not all the images, however, are artistic or historical. OhioLINK also makes available current images. One of the most popular such databases is the AP PhotoArchive. Faculty and students have access to the same feeds at the same time as television stations, radio stations and newspapers. 

A Consortial Library of Videos

Life in the modern world also makes heavy use of videos. While most libraries in North America and elsewhere have collections of VHS and CD materials, the library records tend to be bibliographic pointers to physical items which patrons come into the library to check out. Some libraries have gone a step further and distribute the videos on campus through various streaming technologies directly to classrooms or other prepared sites. But it is also possible to distribute the videos electronically directly from the library catalog. While bandwidth considerations still make distribution of Hollywood movies via this method problematic, shorter clips can be easily and usefully so distributed. Two popular video databases which OhioLINK makes available are foreign languages and physics experiments.


The foreign languages database consists of short (around 5 minutes) video clips of native speakers engaged in various everyday conversations – shopping, dates, classrooms. A wide range of languages is available, from the usual European languages to more exotic ones such as Arabic and Chinese. The advantage of the library site is not just that it makes an expensive language laboratory unnecessary for repeated practice and drill, but that it is available 24 x 7, i.e. at all the late night times that students tend to study.

A less standard database of video clips is OhioLINK’s  Physics experiments. Many of the basic concepts in Physics are best understood when demonstrated. Drawings in a book or on a blackboard are helpful, but actually seeing momentum or acceleration or conservation of energy demonstrated can be even better. Being easily available online, professors can use them to supplement their presentations in the class or assign them to students as follow-up work.  

A Consortial Library of Data Sets

Even in the print world, the kind of information and documents which libraries have collected has been variable in terms of the degree to which the data has been processed. Books and journal articles represent very highly processed data while archival collections tend towards the opposite end of the information spectrum, representing primarily the raw data upon which scholarship is based. Libraries have traditionally collected both highly processed and raw data in the traditional print world and OhioLINK has begun doing the same in the emerging world of electronic formats. Two of the most interesting examples of such raw data sets are Landsat 7 imaging and the Sanborn Fire Insurance Maps.


Landsat 7 is an earth orbit satellite which continuously takes pictures of the earth in a range of formats. These include high resolution black and white, true color composite, near infrared composite, and NDVI (Normalized Differential Vegetation Index). Each of these formats has different advantages for viewing the earth and, consequently, different uses for scholars and students. Launched in 1999 Landsat 7 passes over Ohio every 16 days and the resulting pictures are made available to a wide range of faculty and students, including city planners, historians, architects, geographers and agricultural specialists. Perhaps most interesting of all, the data is provided free by the US Federal Government since the OhioLINK consortium is the most efficient way the government could identify to make this information widely and publicly available. It represents not only a useful service to the academic and larger civic community, but establishes a most important precedent in partnering with the government and the vast information resources they distribute.

The Sanborn Fire Insurance Maps represent a different kind of electronic archive but an equally important and productive way of looking at Ohio. Developed by the insurance industry to give them some idea of what buildings existed in Ohio towns and cities in case there was a catastrophic fire, tornado or other natural or man made disaster with large insurance implications, they provide detailed drawings of all town and city buildings. Here again, city planners, architects, geographers, historians and others find these materials a treasure trove of information. 
A Consortial Library of Library “Publications”

Not all data sets are generated externally, however. Libraries have long collected materials in areas of particular interest to the institution or to their teaching/research faculty. In the print world, these collections tended to have low visibility for any scholars not located at that particular college or university. And, of course, their use required a site visit to the holding library. Such visits generally required planning, time and expense and so the local collections, often of considerable potential value were, in fact, of only modest practical value to the world of scholarship. With digitization, however, these local collections can easily and cheaply be made available worldwide. Within a consortial context both ease of access and economies of scale are enhanced. Such digital collections can be made available to the consortium either by individual institutions acting on their own or by the joint action of a number of the individual institutions acting together. In OhioLINK the Wright Brothers Photography collection and the Oberlin Archeological collection are excellent examples of materials supplied by individual institutions while the Electronic Theses and Dissertations Project is an outstanding example of what consortial members acting together can accomplish.
Wright Brothers Collection

In Dayton, Ohio, home of the Wright brothers who pioneered powered flight, Wright State University has assembled a collection of early photographs of the Wright Brothers’ workshops, aerial tests and first flying machines. These have been digitized, cataloged and assembled into an online database available to scholars and students world wide at the click of button. Not only are the pictures useful to academics online, but they function as well as a dramatic advertisement and visual catalog for those scholars who wish to make a more detailed and in-depth examination of the materials.
Oberlin College South American Archeological Sites


Historically, Oberlin College has been active in the exploration of archeological sites on the Yucatan Peninsula. A visual record of their main archeological activities has been located in the library. As in the case of Wright State University’s Wright Brothers collection, it has now been digitized, cataloged and mounted on the web. It shows to the world an important area of strength at Oberlin College while facilitating research and teaching in an international context.
Electronic Theses and Dissertations

Most students use UMI/Proquest to make their thesis or, more usually, their dissertation available to the larger scholarly community. Of course the thesis or dissertation is housed in their institution’s library but even when cataloged it has traditionally had very little in the way of general scholarly visibility or accessibility. UMI/Proquest, by putting these materials into a huge common database, which it advertises widely, does much to remedy this. However, the cost of having UMI/Proquest supply a thesis or dissertation supply to you averages around 50.00 Euros per document. This expense for most researchers works against wide distribution of the information available in a thesis or dissertation. Consequently, whether accessed through UMI/Proquest or the local holding library, theses and dissertations have traditionally received little use.

For a number of years universities have wondered how libraries, the traditional repository of such materials, could play a role in making these esoteric and low use materials more widely known and used. The digital revolution has finally made a feasible way possible. Several years ago, some of the OhioLINK libraries came together to set up a consortial program to digitize their individual institutional theses and dissertations and make them free of charge over the web to any scholar or student who was interested. The project was begun with a sub-group of seven OhioLINK libraries several years ago and the database now contains 1,803 theses/dissertations of which 62% (1,122) are represented by complete full text.

Although the OhioLINK theses/dissertations database is still relatively new, the importance of constructing this university-based database can be seen by the longer experience of Virginia Technological University who pioneered a similar online database for their university. In 1999-00 they had a database containing 3,393 theses/dissertations and during that academic year they reported 578,152 requests for these materials – an average of 170 requests per thesis/dissertation. The most popular dissertation had 9,920 requests. And that was just one year. Making the theses/dissertations visible, free and convenient to access effected a revolution in their use to the advantage of scholarship. 

I hope this partial review of OhioLINK projects and initiatives has intrigued you and begun to suggest ideas for new ANKOS directions. You may find it helpful to know that OhioLINK’s vision did not start out complete in all details, but as in the case of ANKOS, began as a buying club. As we worked together in that area, however, we began to see the power and financial advantages of cooperative action and how that power and financial advantage could be used to improve and increase the information services for our patrons in other ways. But, of course, this did not magically happen; cooperation requires a structure through which to work.
OhioLINK Structure

OhioLINK structure has three key elements: Governance, administration and legal identity. Governance is how we make decisions, administration is how decisions are implemented and legal identity is how we handle money and enter into contracts.

Governance

It is probably useful at the outset to mention that the style of OhioLINK governance is federal, that is, the powers and responsibilities are fundamentally divided between the OhioLINK administration and the local libraries. Most particularly, the central administration does not control OhioLINK nor does it do all of the work. The local libraries retain considerable independence and, consequently, contribute substantially to the funding and work of OhioLINK. For example, local libraries run their own local automation systems, maintain their own patron databases and control and maintain their own automated catalogs. The central administration maintains a union catalog (based on members’ catalog records) and oversees the loading and maintenance of all shared electronic databases, e-journals, e-books, etc...

There are four main elements or levels to OhioLINK governance. The top level is the Governing Board, also called the Provosts’ Council. Made up of a rotating group of university provosts its role is to provide input and validation from the administrations of the various universities. This group basically functions as the OhioLINK library community’s connection to the top level of university administration. It approves the overall budget request to the legislature and ratifies basic policies and directions. The whole group, 13 in number plus various ex officio members, meets three times a year with a smaller steering committee meeting another three times a year.

The next level and, for the functioning of OhioLINK, the most important, is the Library Administrative Council, also called the Library Directors Council. The role of this group is four-fold. First, is to determine strategic directions and policies. For example, this group developed the Big Deal for journal purchases, decided to establish inter-institutional circulation to replace ILL among OhioLINK libraries, and pushed for expanding OhioLINK activities into the support and development of the shared non-text and publishing activities described above. Second, this group also oversees operational activities. For example, it appoints standing and ad hoc committees, receives staff reports and monitors member compliance with OhioLINK projects and activities. Third, it also advises on the purchase or development of major automation tools for the consortium. These include the decision to use Innovative Interfaces software, common DEC hardware, the development of the Digital Media Center and the like. And finally, fourth,  it approves all consortial collection purchases. This last is especially important since most of the funds for common collection purchases comes from the OhioLINK membership. In 2002, for instance, central funds were used to support $3.7 million dollars of e-journal purchases while $15.7 million came from member libraries.

The LAC includes library directors from 17 state supported libraries, 2 from 23 community college libraries, 2 from 42 independent college libraries and one each (on an ex officio basis) from the law and medical academic library community. The chairs from each of the technical working groups also attend LAC meetings. For many years the LAC met monthly but as the directors began to know each other better and the main work establishing OhioLINK was came to an end, that has now shifted to every two months. Guiding the work of the LAC, similar to ANKOS, is a smaller steering committee of four members chosen from the LAC. This smaller group advises on the LAC bi-monthly agenda and provides advice and counsel to the OhioLINK Executive Director between LAC meetings.

Since Directors have a good knowledge of the big picture but are usually a little fuzzy on operational details, there is an important lower level. These are the Technical Working Groups. These are standing committees whose membership is selected by the Directors and whose role is to advise and develop policies and procedures at the operational level for core library tasks. These include five areas and so five groups: circulation, acquisitions, cataloging, reference/bibliographic instruction and systems (automation). The LAC assigns them their work and reviews/approves the results. For example, in order to implement the inter-institutional circulation system a number of procedures and policies had to be worked out – circulation period, fine amounts, responsibility for lost materials, etc... These groups typically have 6-8 members who serve two year terms. They generally meet monthly. 

Supplementing the technical working groups are Ad Hoc Working Groups. These are short term groups appointed for a specific purpose which doesn’t fit easily within the core library tasks. For example, ad hoc groups were appointed to develop a cost sharing algorithm and also to determine a policy on admitting for-profit libraries into OhioLINK. These groups are always chaired by an LAC member (often a steering committee member). They are always given a specific charge with specific deliverables and a deadline. The size and make up of the group is determined by whatever seems appropriate for the situation.
Administration

One of OhioLINK’s great blessings is that it has a central staff to help with implementing the LAC decisions. The OhioLINK staff varies between 10-12 people and is headed by an Executive Director. Staff members range from a secretary to head of central automation to public relations. Such a number of staff probably makes the OhioLINK administration one of the biggest in North America. Most consortia operate with a single full time staff member or at most with a staff of 2-3 with most of the administrative work handled on a volunteer basis by members of the participating libraries. 

Legal Identity

A key element for almost all consortia is to have a legal identity. Having such an identity allows the consortia to collect and spend money and to enter into legal contracts. Since vendors find billing individual members of a consortium time consuming and expensive and the process of signing individual contracts with each consortial member even more so, consortia can usually negotiate much better deals operating through a single legal identity.

In the case of OhioLINK the legal identity is very efficiently handled by making OhioLINK administration a subunit of an already established state entity.  OhioLINK functions as a part of Wright State University from a legal standpoint. WSU policies determine OhioLINK procedures for handling personnel issues, disbursing monies, etc... But, WSU has no control over the establishment of OhioLINK policies, to which vendor money is paid or how much, or any of the other policy and procedural issues undertaken by OhioLINK. OhioLINK’s placement legally at Wright State University is merely a marriage of convenience with each going their own separate way. It is an excellent, simple and inexpensive arrangement and has worked well for over 11 years.

In Conclusion...

Let me conclude by merely reminding you that a vision is not a problem solving exercise, but a positive approach to determine the kind of world you want to create. And further, that the organizational structure for a consortium should be as lean and simple as possible and still get the task done. Let me also emphasize that what others have done is valuable not because they are smarter or more talented than you are, but only to the degree it that it increases the possibilities for you to consider for what fits your situation and agenda. In both vision and structure ANKOS is off to a tremendous start. You have come a long ways in a very short time because of the contributions of a large number of talented, energetic and enthusiastic individuals. You clearly have right here in Turkey all the ingredients you need to fundamentally restructure Turkish librarianship for the 21st century and thereby make a major contribution to Turkish higher education. Go for it!

Thank you.
