Library Council of Washington

FY2004 Request for Proposals

PROPOSAL FORM

The Library Council of Washington is looking for your help in identifying broad priorities and initiatives for the use of federal Library Services and Technology Act (LSTA) funds. These funds are used to meet the statewide and regional needs and opportunities of the library community. Please note that this process will not be used to fund grant requests to individual libraries. 

	Proposal name
Statewide Virtual Reference Initiative



	Amount of LSTA funding proposed:




$163,727




Library, group, or person submitting proposal (primary sponsor) 
Washington State Library

                                      
Library Name, if different 












Contact Person Buff Hirko


 Title Statewide Virtual Reference Project Coordinator

Address P.O. Box 42460









City 
Olympia, WA






 Zip 
98504-2460




Telephone 
360-704-5206

 Fax 
360-586-7575

 Email 
 bhirko@secstate.wa.gov


Library Council of Washington Sponsor (Name of the Library Council of Washington member who has agreed to sponsor this proposal and act as a liaison if this proposal is awarded funds. Locate contact information for Library Council members: (http://www.statelib.wa.gov/libraries/dev/council/members.aspx)


Lisa Oberg, University of Washington Health Science Library






Other Proposal Sponsors (Names of libraries, groups or individuals involved in developing this proposal, acting in support of this proposal, or endorsing the proposal)  

Members of the Steering Committee of the Virtual Reference Project: Eileen Andersen (WLMA), Jean Holcomb (King County Law Library), Nancy Huling (University of Washington), Joseph Janes (University of Washington), Linda Malone (LaConner Regional Library), Verla Peterson (City University), Barbara Pitney (King County Library System), Liz Stroup (Timberland Regional Library), Lorena O’English (Washington State University).

Briefly describe the proposal (50 words or less): 

The initiative supports efforts by all types of Washington libraries to collaborate via electronic methods to achieve the Steering Committee vision:   "Combining the power of libraries, librarians and technology to help all Washingtonians get information wherever they are." 

Briefly describe why funding of this proposal is important to the Washington library community (50 words or less):

Since 2001, the project has established cooperative virtual reference service at nearly two dozen multi-type libraries and developed training, marketing, and related support. This final project year will continue marketing efforts and evaluate all activities.  The final report will provide a platform for extending virtual reference service across Washington.  

General Information

Proposal name Statewide Virtual Reference Initiative


 (from coversheet)

Which library types are intended as the primary beneficiaries of this proposal? (check all that apply)

X
 Academic (private and public two-year and four-year academic institutions)

X
 Public (libraries organized under RCW 27.12)

X
 School (private and public K-12 schools)

X
 Special (business and industry, law, medical, other government, tribal, other)



If other, specify: 








Scope/geographic coverage of the proposal? 

X
 Statewide 


 Less than statewide, name the area or region? 







 (name the region or other identifiable area)

The intended beneficiary of the proposal? (check the primary beneficiary)


 Library staff

X
 Library users or potential library users


 A specific group of staff or users, or a potential user group. Specify the target 

 audience(s): 

(e.g., children, adults, disadvantaged, remote access library users, unserved community members, reference staff, IT staff, students)

Estimated number of persons served by this proposal? 
5 million




Check the Washington LSTA Five-Year Plan goal that best represents the primary purpose of the proposal.
X
 Washingtonians will have increased physical and remote electronic access to traditional and digital library resources and services in all areas of the state.


 Washingtonians will have increased awareness of the library resources, and services that are available to them.


 Washington libraries will provide enhanced and expanded library services, resources and programs to all segments of their communities.


 Through consulting, training, and collaboration, Washington libraries will have an increased capacity to effectively serve customers.

Proposed 2003 LSTA priority addressed by this proposal? (check the priority that most closely supports the proposal)


 Expanding services for learning and access to information and educational 

 resources in a variety of formats in all types of libraries for individuals of all ages

X
 Developing library services that provide all users access to information through 

 local, state, regional, national, and international electronic networks

 Providing electronic and other linkages among and between all types of libraries;


 Developing public and private partnerships with other agencies and community-

 based organizations


 Targeting library services to people of diverse geographic, cultural, and 


 socioeconomic backgrounds, to individuals with disabilities, and to people with 

 limited functional literacy or information skills

 Targeting library and information services to persons having difficulty using a library 
 and to underserved urban and rural communities, including children from families 
 with incomes below the poverty level
This project is intended to provide:

X
 A direct service to libraries and/or their customers.

 A support service for libraries and their staff.
The use of LSTA funds are intended to support:


 A short-term project of one to four years that will cease when LSTA funding ends.
X
 A long-term program that will transition to another funding source after LSTA funding 
 support ceases. The intended long-term funding source for this project is: 


Local library resources





____












____

Anticipated length of time that the proposal will use LSTA funding? This is the final year of a 3.5 year project   
(List number of years; note that most projects are from one year to four years in length.)

Provide a response to each section and bulleted item. Please limit your response to approximately two pages per section, or five to ten pages for the entire proposal. Use the attached forms where indicated.

1.  Proposal – What do you want to do and what impact is expected?

· Project description

$163, 727 in LSTA funds is requested for project activities focused on the development of best practices, methods and standards for creating collaborative virtual reference services in Washington State libraries. The Virtual Reference Project provides a mechanism for testing the complexities of electronic reference services, including interactive chat, online forms, email and emerging applications. The initiative is proposed on behalf of most of the libraries/citizens of the state in order to promote excellent, cost-effective services that respond directly to citizens with accurate and timely information at the point of need.  The project is proposed as the culmination of a federally funded pilot project in FY2003.

· Desired outcomes

Delivery of the VRS training curriculum, which began in fall 2002, will be extended to more staff members and libraries new to virtual reference in order to provide consistent, excellent service statewide.   Marketing presentations will be made to community groups, coordinating with local libraries and tailoring to group interests and needs in order to promote understanding and awareness of virtual reference service.  A final report will be produced which evaluates all projects and activities completed since the initiative began in 2001, with an analysis and recommendations for continued, successful statewide virtual reference service.  
2. Analysis – Why do you want to do it?

· Current situation and need

Since May 2001, when only one Washington library offered virtual reference service, an additional 18 libraries have begun service, with most involved in cooperative networks.  Existing cooperatives all anticipate adding libraries to their memberships.  The Washington experience parallels the growth of virtual reference service nationwide.   During this period there has been an increasing awareness of both the considerable benefits and unanticipated problems that accompany the initiation of the service.  It is critical to the future success of Washington libraries that training and marketing activities establish a broad base of well-informed library staffs and customers, and that a thorough evaluation of project activities be made that will provide a solid foundation for expanded, high-quality digital reference service.
· Benefit/impact

With guidance from the VRS Steering Committee, the Project Coordinator will evaluate project results and disseminate information regarding best practices, standards, and techniques. Included in the benefits of this proposal are: 

· Delivering a comprehensive virtual reference training curriculum 

· Marketing virtual reference services to local library and community groups 

· Sharing resources and staffing to extend service hours and expertise

· Establishing a communication structure and leadership model for collaboration and tiered online reference service

· Providing service to those needing help remotely at home, school or work

· Guidance in determining quality in the online context 

· Selection and synthesis of quality web sites

· Providing online tools for user education and self-help 

Libraries have learned from long experience that pilot testing of products and establishment of best practices results in cost savings for the library community, especially when dealing with new services and changing technology.  By providing leadership and testing methods and software, the Virtual Reference Project will create a cost/benefit model. 

Beyond economics lies another set of benefits.  In a 2001 Statewide Virtual Reference Project survey of reference practices of all types of Washington libraries, more that 50% of respondents indicated that they both support a web page and offer email reference service.  This increased to 62% in the 2002 survey.  This is a clear indication that the Washington library community is ready for collaborative electronic reference service.  Libraries must respond to the increasing expectation of users that reference staff will accommodate remote access to both electronic resources and librarian expertise. 

· Relationship to LSTA

This initiative addresses the following LSTA priorities: 

· Establishing and enhancing electronic linkages among or between libraries of all types by fostering use of common practices, standards and software solutions. 

· Assisting libraries in accessing information through electronic networks. Service hours, as well as specialized collections and expertise, can be extended with consortia agreements to provide reference services electronically through shared software access. Membership in such consortia would greatly expand access to electronic services for smaller, rural library users. 

· Encouraging libraries in different geographic areas and types of settings to establish consortia and share resources. A successful outcome to this proposal would be the establishment of a Virtual Reference consortium of all types of libraries to share experiences and practical solutions. Identification and publication of best practices and methods will offer recommendations that will provide guidance to libraries establishing electronic reference services.
· Paying costs for libraries to purchase or share computer and telecommunications technologies.  The VRS will support the costs of testing and sharing information utilizing a variety of VRS software applications and methods. At least five pilot test sites will receive small grants to conduct a test of methods to determine best practices and standards.
· Risk

With in-library reference use declining and Internet use increasing, there is an urgent need to expand VRS.  VRS is being incorporated in information school programs as a standard component of reference curriculum. This reality must be embraced by libraries in everyday reference service.  VRS activities will actively promote electronic reference services for delivery by libraries across Washington--a positive outcome for the use of LSTA funds.  Moreover, marketing VRS and training library staff in the effective delivery of such services will generate interest among the library community to expand and enhance it.

· Sustainability

The Washington State Library is committed to providing leadership in bringing together interested members of the library community to develop the VRS initiative.   Washington libraries that received VRS grant funding using LSTA funds were asked to sustain their test sites throughout the project timeframe. Each grant-funded library also addressed the sustainability of their VRS project as a condition of the grant award.  Beyond the timeframe of the initiative, the responsibility to maintain access to electronic reference services rests with individual organizations. 

3.  Implementation – How should the project be done?

· Project scope/work plan/ essential tasks

The proposal will provide services and information critical to the establishment of a consortium for virtual reference service among Washington libraries, building on the experiences of grant demonstration projects, training program, marketing, and related activities conducted during 2001-2004:

· Contract with trainers for curriculum delivery

· Contract with a consultant for marketing presentation delivery

· Coordinate with local libraries for delivery of tailored marketing presentations to library/community groups
· Deliver introductory presentations to administrators and managers considering the implementation of virtual reference service

· Deliver virtual reference training classes

· Develop project evaluation tools

· Implement evaluation tools and collect information

· Develop and deliver a written analysis of project activities and evaluation data

· Timeline

1/04 – 2/04
Collect and analyze 2002 demonstration project reports

2/04 – 1/05
Coordinate with local libraries to deliver marketing presentations to community groups

2/04 – 12/04
Deliver virtual reference introductory presentation to administrators and managers considering implementation of virtual reference service

2/04 – 1/05
Deliver virtual reference training curriculum

7/04 – 9/04
Develop project evaluation methodology and tools

10/04 –11/04
Implement evaluation instruments

11/04 –12/04
Collect evaluation data and 2003 demonstration project reports

1/05 – 2/05
Develop and deliver final analysis of project activities and evaluation data  

· Project staffing

The proposal funds a project coordinator, contracted consultants for marketing and training, and steering committee activities.  They will:

· Evaluate the results of the pilot test of methods and practices, and recommend best practices and standards for compilation and publication.

· Help local libraries promote awareness and understanding of their VRS services to their communities.

· Maintain a VRS web site to promote and publish information, best practices and standards that are collected and developed.

· Provide training to staff members of libraries delivering virtual reference service.

· Produce a comprehensive final project evaluation.

· Budget

See Attachment B.
4.  Evaluation – How will you determine if the project was successful?

· Assessment/measurement

The Project Coordinator, working with the VRS Steering Committee, will evaluate and report results of 2002-2003 demonstration projects, using outcome measures appropriate to the specific practices and methods tested.  The committee will also conduct a survey to determine the scope of interest and use of VRS.  They will also evaluate marketing, training, and related activities.  A comprehensive assessment of all activities carried out during all years of the initiative will be completed during this final project year.   The ultimate measure of success will be the willingness of the library community to create and support a consortia model of statewide VRS through collaborative staffing and cooperative funding.

· Deliverables

In addition to the training curriculum, marketing guidelines and materials, and videotapes of statewide grant conferences, a final evaluation document will provide a detailed report of project experiences and recommendations for future development of statewide digital reference service.
· Dissemination and sharing of project results

Every effort will be made to make both libraries and Washingtonians aware of VRS.  Results of VRS Project activities and all reports will be posted to the project web site, as well as disseminated through mailings and listserv postings as appropriate.  Presentations will be made at conferences, library staff workshops, and other gatherings throughout Washington.  Results will be published in professional journals and newsworthy events will be reported to the media.

Attachment A. Work Plan

	WORK PLAN



	Overview of Tasks That Need to Be Accomplished 

for Successful Project Implementation
	Proposed Timeframe for the Completion of Task
	Responsible Party for the Completion of Task

	Collect and analyze 2002 demonstration project reports
Coordinate with local libraries and deliver marketing presentations to  community groups
Deliver virtual reference service introductory presentation for administrators and managers
Deliver virtual reference training curriculum

Develop project evaluation methodology and tools

Implement evaluation instruments
Collect evaluation data and 2003 demonstration project reports
Develop and deliver written analysis of evaluation materials and project activities

(Note that a Washington State Library staff person will be involved in the proposed project either in the role of project liaison or in the role of project manager.)

	Jan – Feb 2004
Feb 2004 – Jan 2005
Feb – Dec 2004

Feb 2004 – Jan 2005
Jul – Sep 2004

Oct – Nov 2004

Nov – Dec 2004

Jan – Feb 2005
	


Attachment B. Budget for FY2004
	BUDGET FORM FOR PROJECT/INITIATIVE PROPOSAL

USING FISCAL YEAR 2004 FUNDING

	

	

	PROPOSAL:
	
	

	
	FUNDING
	

	BUDGET CATEGORIES
	TOTAL
	DESCRIPTION

	WSL STAFFING 
	
	

	Salaries and Wages
	$57,252
	1 FTE Principle Library Information Specialist

	Benefits (Estimate at 25% of salaries and wages if other cost estimates are not available)
	17,175
	

	
	
	

	CONTRACTS  
	
	

	Contracts for Employment or Services
	70,000
	$40,000 Marketing; $30,000 Training

	SUPPLIES AND EQUIPMENT
	
	

	Supplies and Materials
	200
	

	Communications - Telephone, Mail, etc
	250
	

	Rentals and Leases
	3,600
	24/7Reference, 1 seat, 1-year subscription for training use

	Printing and Copying
	2,000
	Marketing and training materials

	Training 
	500
	

	Furnishings and Equipment 
	6,000
	Laptop & Projector for Marketing presentations

	TRAVEL COSTS
	
	Staff and Committee members

	Per Diem, Food and Lodging
	2,500
	

	Air Travel
	1,500
	

	Auto Mileage (Estimate at $0.345 per mile)
	2,750
	

	Other Transportation Expenses
	
	

	GRANT FUNDING  
	
	

	Grants (Funds to support grant cycles and awards)
	
	

	PROPOSAL TOTAL
	
	

	Total
	$163,727
	


Attachment C. Budget Summary for Additional Project Years (If Needed)

	BUDGET SUMMARY FOR PROJECT/INITIATIVE PROPOSAL

FISCAL YEAR 2005 (October 1, 2004 through September 30, 2005) 

	

	
	FUNDING
	

	BUDGET CATEGORIES
	TOTAL
	DESCRIPTION

	WSL STAFFING COSTS
	
	

	CONTRACTS FOR EMPLOYMENT/SERVICES 
	
	

	SUPPLIES AND EQUIPMENT
	
	

	TRAVEL COSTS
	
	

	GRANT FUNDING  
	
	

	PROPOSAL TOTAL
	
	

	BUDGET SUMMARY FOR PROJECT/INITIATIVE PROPOSAL

FISCAL YEAR 2006 (October 1, 2005 through September 30, 2006)

	

	
	FUNDING
	

	BUDGET CATEGORIES
	TOTAL
	DESCRIPTION

	WSL STAFFING COSTS
	
	

	CONTRACTS FOR EMPLOYMENT/SERVICES 
	
	

	SUPPLIES AND EQUIPMENT
	
	

	TRAVEL COSTS
	
	

	GRANT FUNDING  
	
	

	PROPOSAL TOTAL
	
	

	BUDGET SUMMARY FOR PROJECT/INITIATIVE PROPOSAL

FISCAL YEAR 2007 (October 1, 2006 through September 30, 2007)

	

	
	FUNDING
	

	BUDGET CATEGORIES
	TOTAL
	DESCRIPTION

	WSL STAFFING COSTS
	
	

	CONTRACTS FOR EMPLOYMENT/SERVICES 
	
	

	SUPPLIES AND EQUIPMENT
	
	

	TRAVEL COSTS
	
	

	GRANT FUNDING  
	
	

	PROPOSAL TOTAL
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