Library Council of Washington

FY2003 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 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

Virtual Reference Initiative

Amount of LSTA funding proposed:



$300,824

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@statelib.wa.gov__

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), Joe Janes (University of Washington), Linda Malone (LaConner Regional Library), Verla Peterson (City University), Barbara Pitney (King County Library System), Matthew Saxton (University of Washington), Liz Stroup (Timberland Regional Library), Lou Vyhnanek (Washington State University), Jan Walsh (Washington State Library) and Jonalyn Woolf-Ivory (Sno-Isle Regional Library).

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):

Libraries are struggling to find financial resources for software and staffing needed to develop these services. Funding is critical to insure that libraries avoid costly trial and error with fast-changing technology, as well as take full advantage of training and marketing efforts.

General Information

Proposal name 
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 city, county, 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, name 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? 
5,000,000




Federal LSTA goals addressed by this proposal? (check all that apply)

X
 Establishing or enhancing electronic linkages among or between libraries.


 Electronically linking libraries with educational, social, or information services.

X
 Assisting libraries in accessing information through electronic networks.

X
 Encouraging libraries in different areas and encouraging different types of libraries to establish consortia and share resources.

X
 Paying costs for libraries to acquire or share computer systems and telecommunications technologies.

X
 Targeting library and information services to persons having difficulty using a library and to underserved urban and rural communities, including children (from birth through age 17) from families with incomes below the poverty line.

Washington State Statewide Plan goal addressed by this objective? (check all that apply)

X
 Together, the library community in Washington will work to increase the ability of the people of Washington to learn how to use and access integrated online resources and services on a 24-hour basis

X
 Together, the library community in Washington will work to increase the appreciation, support and awareness of library resources and services

X
 Together, the library community in Washington will work to increase the ability of the people of Washington to have access to library resources and services in all areas of the state

X
 Together, the library community in Washington will work to ensure that libraries of Washington have resources and services that meet the needs of all segments of their communities

This project is intended to provide:

X
 a direct service to libraries and/or their customers


 a support service for libraries and their staff

Anticipated length of time that the proposal will use LSTA funding? This will be the final year of this three year project. (List number of years; note that most projects are from one year to four years in length; projects that exceed this length of time will need to transition to other funding sources)

The use of LSTA funds are intended to support:


 A short-term project that will cease when LSTA funding is stopped.

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  funding resources___








____

1. Proposal 

· Project description

$300,824 in LSTA funds is requested for project activities focused toward 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 a continuation of a federally funded pilot project in FY2002.

· Project goals

· A range of electronic reference services that address the informational and educational needs of all Washingtonians will be developed;

· Washington library staff will develop a leadership model to extend Virtual Reference Service (VRS) throughout Washington state in order to provide equitable access;

· Washington libraries will realize significant cost savings by cooperating together on VRS development and testing of best practices;

· A range of marketing and promotional tools will be used to promote VRS across the state; 

· Training in effective electronic reference methods will be delivered to libraries participating in collaborative VRS.

2. Analysis 

· Current situation and need

In this information-based society, information needs are increasing exponentially. Transmitting information via the World Wide Web is rapid and relatively inexpensive, but there is a growing recognition of the uneven quality, authority, relevance and usability of Internet-based data. The move to electronic formats - in some cases with the loss of a print version - means that libraries must acquire and provide digital resources of all types.  The mediation of librarians who provide guidance and training to users of electronically delivered information is essential as online databases proliferate and sophisticated search mechanisms evolve.  Traditional library skills in organization, selection and synthesis must be employed to provide access to reliable, appropriate data.  VRS also will extend library services and hours to citizens with limited physical access to facilities.

· Benefit/impact

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

· Delivering a training program via both in-person and online methods

· Marketing of services to all Washington residents through both local branding and statewide promotion

· Pilot testing of software and service delivery models

· 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

· Organizing resources for optimal use in local VRS

· 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 on which to model services. 

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% indicated that they both support a web page and offer email reference service.  This is the beginning of digital reference--a clear indication that the Washington library community is ready to start collaborative electronic reference service.  Library patrons demand excellent and inclusive service from their library reference departments, service that increasingly is being delivered electronically.  Libraries must respond to users' expectations 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 provide leadership in bringing together interested members of the library community to develop the VRS initiative.   Washington libraries that receive VRS grant funding using LSTA funds will be asked to sustain their test sites throughout the project timeframe. Each grant-funded library must also address 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

A. The proposal will provide grant support to a small group of libraries (at least five) to expand testing of best practices and standards in virtual reference service.  Among the methods and practices to be tested by the pilot sites are:  

· Extending hours of service and sharing staff in cooperative VRS.

· Designing self-help and information literacy tools for patrons using VRS

· Providing a tiered or triage structure for electronic reference service

· Testing email management software for distributed reference service 

· Creative practices for providing timely, accurate service via interactive chat software

· Assessing the use of online vs. print resources in the provision of VRS

B. The proposal will support the leadership necessary to explore the establishment of a consortium for virtual reference service among Washington libraries. A full consortium model is considered as a long-term possibility.  The proposal will explore extending collaboration among public, academic, special and K-12 libraries to create a statewide VRS. The proposal intends to take advantage of K-20 network access to support electronic reference. 

· Developing and delivering VRS training programs to all pilot test sites

· Developing and delivering presentations in both eastern and western Washington to present information on best practices and recommended standards

· Developing marketing strategies and methods for VRS that are designed to reach on-line audiences across Washington

· Evaluating the results of the demonstration projects, training and marketing efforts.

· Timeline

· 1-6/03

Open grant cycle for demonstration projects

· 7-9/03

Complete contracts for projects and begin implementation

· 10-11/03

Evaluate and report results of 2002 demonstration projects

· 10/03 - 3/04
Deliver training programs; conduct VRS interest survey

· 11/03 - 1/04
Develop and initiate marketing plan

· 2/04 - 7/04

Monitor and adjust marketing efforts

· 4/04 

Evaluate training 

· 8/04

Evaluate marketing; complete grant project activities 

· 9/04

Final reports for grant projects

It is anticipated that the project will need a final year of funding in order to establish connections between collaborative VRS projects that have been developed over the first two and one-half years of the initative, continue expanded marketing efforts, and make a comprehensive assessment of all aspects of Statewide Virtual Reference Project activities.

· Project staffing

The proposal funds a project coordinator and supports an advisory steering committee and subcommittees.  They will:

· Communicate with participating libraries in Washington to insure understanding of the nature of the pilot testing process and to determine their ongoing needs for training and support.

· Determine whether there is a need for cooperative licensing of VRS software and application support, and if so, determine how to cooperatively fund the administrative cost.

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

· Help local libraries publicize their VRS services to their citizens and also provide statewide marketing solutions

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

· Budget

See attachments B and C.

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

· Assessment/measurement

The VRS Steering Committee will evaluate and report results of 2002 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 contract for evaluation of marketing and training activities.  A comprehensive assessment of all activities carried out during all years of the initiative will be completed in year 4.   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

Because VRS encompasses wide-ranging issues, evolving technology, and multiple varieties of implementation, a second grant cycle is needed to provide more complete testing of possibilities.  Small grants (at least five) will be awarded to libraries that successfully match community needs with planned electronic reference services.  Training in effective methods, assessment of necessary skills, and determination of customer satisfaction will be offered to staff of libraries that offer VRS.  Marketing products and techniques will be delivered and shared to libraries that participate in VRS. 

· Dissemination and sharing of project results

Every effort will be made to make both libraries and Washingtonians aware of VRS.  Results of demonstration projects and VRS Project activities 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 B. Budget for FY2003

BUDGET FORM FOR PROJECT/INITIATIVE PROPOSAL

USING FISCAL YEAR 2003 FUNDING





PROPOSAL:




FUNDING


BUDGET CATEGORIES
TOTAL
DESCRIPTION

EMPLOYEE COSTS



Salaries and Wages
$54,480
1 FTE Principal Library Information Specialist

Benefits (Estimate at 30% of salaries and wages if other cost estimates are not available)
$16,344






CONTRACTS  



Contracts for Services
$60,000
$30,000 marketing and promotion; $30,000 training

SUPPLIES AND EQUIPMENT



Supplies and Materials



Communications - Telephone, Mail, etc
$2,000
Survey and promotional mailings

Rentals and Leases
$600
Exhibits and presentations

Printing and Copying
$2,000
Marketing products

Training 
$1,400
Staff or committee training relating to VRS

Furnishings and Equipment 
$8,000
Software and equipment

TRAVEL COSTS



Per Diem, Food and Lodging
$2,000
Staff and committee

Air Travel
$2,000
Staff and committee

Auto Mileage (Estimate at $0.345 per mile)
$2,000
Staff and committee

Other Transportation Expenses



GRANT FUNDING  



Grants (Funds to support grant cycles and awards)
$150,000
Demonstration projects

PROPOSAL TOTAL
$300,824


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

BUDGET SUMMARY FOR PROJECT/INITIATIVE PROPOSAL

FISCAL YEAR 2004 (October 1, 2003 through September 30, 2004) 




FUNDING


BUDGET CATEGORIES
TOTAL
DESCRIPTION

EMPLOYEE COSTS
$70,824
1 FTE Principle Library Information Specialist

CONTRACTS  
$50,000
Marketing, programming and surveys

SUPPLIES AND EQUIPMENT
$5,000
Software and equipment

TRAVEL COSTS
$5,000
Staff and committee

GRANT FUNDING  



PROPOSAL TOTAL
$130,824


BUDGET SUMMARY FOR PROJECT/INITIATIVE PROPOSAL

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




FUNDING


BUDGET CATEGORIES
TOTAL
DESCRIPTION

EMPLOYEE COSTS



CONTRACTS  



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

EMPLOYEE COSTS



CONTRACTS  



SUPPLIES AND EQUIPMENT



TRAVEL COSTS



GRANT FUNDING  



PROPOSAL TOTAL
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