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Statewide Resource Sharing Business Plan 
First Release 

Overview 
The Resource Sharing Committee was charged with developing three to five goals that 
the Massachusetts Board of Library Commissioners (MBLC) could enact within the next 
five years.   Massachusetts Library System (MLS) and MBLC held a joint workshop at 
Holy Cross in May 2012.  Attendees were vocal and stated that they would like to see 
Massachusetts adopt a Douglas County ebook model on a statewide basis.  
 
Since last April, the Committee has been meeting and after the May 15 meeting decided 
that the first goal of the committee would be to develop a Douglas County model for 
Massachusetts. Committee discussions raised the challenges but also the opportunities 
that could come from this pilot project.     
 
The Committee discussed the concept of a statewide program and believes that it would 
be the most efficient and cost effective model to adopt.  Most libraries do not have the 
staffing to implement this model on a local basis.  If networks were to adopt the model, it 
would duplicate resources and staffing and would be limited to network members only.   
It would limit the participation of  the non-network libraries throughout the state. 
 
As a result, the Committee decided to pilot such a project and to develop a plan to 
implement this project during the spring of 2013.    The pilot would begin with fifty (50) 
libraries of all types.   The pilot will last for approximately three (3) months and if 
successful, other libraries could join.   The Committee hopes to bring in any libraries 
that want to participate by the end of 2013.   
 
The pilot is on a fast track.   The pilot libraries would not incur a financial responsibility 
in year 1; funding to populate the pilot would come from the MBLC and MLS.   After the 
initial year, there will be a formula developed and libraries would contribute a dollar 
amount or percentage of their materials budget to this program.  The committee projects 
that the project will need a minimum of $2,000,000 for content plus infrastructure costs 
each year.  The committee recommends that we have a hosted solution for the initial 
pilot project. 
 
In its initial years, the committee expects that libraries will maintain the ebook 
collections that they have today and that this program would supplement these 
collections. 
 
Two words (ebook and User) used extensively throughout this document are defined as 
follows: 
An ebook (variously, electronic book, ebook, or digital book) is a book-length publication 
in digital form, consisting of text, images, or both, and produced on, published through, 
and readable on computers or other electronic devices.  Sometimes the equivalent of a 
conventional printed book, ebooks can also be born digital. 
 
Users are Massachusetts library card holders. 



Statewide Resource Sharing Committee     September 2012 
 

2 

 
Vision and Principles 
The committee adopted the following vision and principles for the project. 
 
Vision: 
Through statewide library partnerships, Massachusetts library users of all ages and 
abilities will find and have access to ebooks that meet their educational, learning and 
individual needs. 
 
Principles:  
1 Library Card Holders (Users) 

● Can find materials easily. 
● Have a streamlined discovery tool to find resources that are owned 

statewide, network-wide and locally through one search. 
● Can sign up for Alerts that new ebooks have been added. 
● All ages can find materials. 

 
2.   Content 

● Owned where possible. 
● Leased when it is the best option. 
● Meets needs of all ages. 
● Is device independent. 
● Includes local authors and local information. 
● Includes self-published materials and original content. 

 
3.   Partnerships 

● All types of libraries across the Commonwealth participate. 
● Work jointly with publishers and vendors to develop standards for 

copy/paste, printing and saving e-content. 
 
 
Environment 
The ebook market is evolving. Libraries have ebook collections. Both libraries and 
patrons are frustrated. Users want more and libraries don’t have the means of meeting 
these needs. Often ebook collections are not searchable through the library catalog.  
Libraries need leadership from the MBLC and MLS to develop a model that works for 
them and their users. 
 
The end user experience is one of the most important concerns of this statewide project 
because, ultimately, a positive patron experience is what will determine if the new 
platform is successful and sustainable. 
  
The ideal discovery platform will be integrated into library catalogs however that ideal 
will not be realized in the pilot phase of the project. 
  
The system will be available to all library card holders in Massachusetts, with the 
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caveat that the early participating libraries must be automated. The technology will be 
fast, easy to navigate and will include natural language searching and the options to 
limit searches by date, genre, age level, etc. The ability to access and use electronic 
material will be platform and device independent to insure the widest possible group of 
users. The system will also include the best of current features such as providing 
automatic alerts for new items, saving search history, printing and connecting to social 
networks. 
  
The committee knows that this business plan will need further development as we 
identify the providers of the services needed and as the fee structure is addressed.    
 
 
Strategy and Scope 
The goal of the Massachusetts ebooks proof of concept is to identify, implement, and 
test a solution for providing ebook borrowing to users throughout the Commonwealth via 
a single user-friendly discovery platform offering a broad selection of titles.  This 
solution will also have the goal of connecting users directly with authors, booksellers, 
and publishers.  The results of the proof of concept will be evaluated to determine its 
feasibility as a long-term statewide solution. 
 
The first phase of the proof of concept will include fifty automated libraries of various 
types and sizes – twenty-five public, ten academic, ten school, and five special.  The 
start-up collection will consist of approximately 10,000 titles from large and/or 
independent publishers and will be selected to accommodate the needs of all library 
types represented by the group of development partners.  It will serve users of all ages 
and will support a variety of learning needs. 
 
The first phase will launch in May 2013 and run for three months. If, at the conclusion of 
the first phase, evaluation results show that the concept appears to be viable for the 
long term, and all high-impact problems identified by development partners have been 
successfully addressed, other libraries who wish to participate will be added on an 
ongoing basis. 
 
 
Pilot Program 
As stated in the scope, the committee hopes that fifty libraries will participate in the pilot.  
The committee adopted the following strategy to find the pilot participants. 
 
The Committee will extend invitations to five libraries (referred to as pioneer libraries) 
that will in turn, recruit nine other partners (a mix of academic, public, school and 
special libraries).  The ideal make-up of these five groups would be: 2 academic, 5 
public, 2 school and 1 special libraries. 
 
Pioneer libraries have been identified in all areas of the state: Westfield Athenaeum, 
Shrewsbury Public, Paul Pratt Memorial Library, Cohasset, Cambridge Public Library 
and one more to be identified in the North Shore.  Committee members have also 
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identified several libraries that want to be part of the fifty participants. This project is on 
the fast track and we need an authentication system in place today that can be used.  
The statewide library card working group will address the future authentication methods 
in its work over the next 10-12 months.  Initial Participants are limited to those libraries 
that have automated systems and library cards with bar-codes.   
 

The Participants will: 

  Develop training materials for staff and patrons and will share these materials 
with future participants.  

 Promote the project in their communities. The committee has also approached 
the state’s Public Relations Advisory Committee to assist in promoting this 
project.  

 Evaluate the program within three months of implementation.   
Provide guidance on how to improve the program before it is available statewide.   

 Agree to a financial commitment in future years if the pilot is successful. 

 Work with the Statewide Resource Sharing Committee to identify and develop 
initial policies for the program, including borrowing. 

 
 
Governance 
The committee has addressed governance issues and does not want to create a new 
organizational structure to provide this service. Instead, the committee has tried to 
identify current organizations that could provide this service and has at least mentioned 
the opportunity to several of them. This project needs flexibility and needs to adapt as 
the ebook environment changes and develops. These needs would make it difficult for 
the MBLC to host this project. The committee has looked at Boston Public Library in its 
role as Library for the Commonwealth, the Massachusetts Library System, the 
automated networks and MassLNC, the group that came together for the open source 
automation project, are all seen as potential providers of this service. 
 
The committee will look to the initial participant libraries to assist with policy 
development. There must be one circulation policy for the state; there needs to be a fee 
structure in place; policies regarding responsibilities of members. The committee has 
begun work on a collection development policy, but knows that there is a need for 
further development.    
 
The project needs to address the operating agreements that need to be put in place.    
 
 
External Partnerships 
The project will build and value partnerships with other Massachusetts organizations 
sharing goals and constituencies.  Among those that should be engaged to establish the 
project through the contribution of insight, communication, human or financial resources 
are: 

 Networks such as the Minuteman Library Network or C/W MARS 
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 Consortia such as the Boston Library Consortium or the Academic and Research 
Collaborative 

 Massachusetts Library System 

 Massachusetts Higher Education Collaborative 

 Library Professional Associations such as MA School Library Association or 
ACRL-New England 

 Library advocacy groups such as MA Library Trustee Association 

 The Massachusetts Legislature 
Success will require ongoing communication. The project should identify members for a 
standing outreach committee. 
 
The committee will consult with already established large-scale library consortia or 
collaborative groups such as CARL (http://www.coalliance.org/), NHCUC the New 
Hampshire Consortium of Colleges and Universities 
(http://www.nhcuc.org/libraries.asp), the Midwest Collaborative for Library Services 
(http://mlc.lib.mi.us/cms/sitem.cfm) and Westchester Academic Library Directors 
Organization  (WALDO) (http://www.waldolib.org/ ), Lyrasis, and the Digital Public 
Library of America. 
 
 
Timeline 
October 2012 

 Implementation plan is presented to the Massachusetts Board of Library 
Commissioners for approval and, if approved, is released to the public. 

 

 Marketing and communication begin by recruiting development partners and 
creating a web page or blog where the Massachusetts library community and 
general public can find updates on the progress of the proof of concept. 

 

 RFIs and RFPs for hardware, software, services, and content are issued. 
 
October through November 2012:  

 Identify the libraries that will participate as development partners in first phase of 
proof of concept. 

 

 Form collection development committee to select content for first phase, with 
representation from each library type. 

 

 Engage stakeholders as soon as implementation plan is released to gain their 
input and buy-in for the long term. 

 
November through December 2012: 

 Responses to RFPs received. 
 

 Determine where system will be hosted. 
 

http://www.coalliance.org/
http://www.nhcuc.org/libraries.asp
http://mlc.lib.mi.us/cms/sitem.cfm
http://www.waldolib.org/
http://www.lyrasis.org/
http://dp.la/
http://dp.la/
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December 2012: 

 Hardware and software is chosen. 
 

 Legal questions are answered. 
 

 Initial content is selected. 
 
January 2013: 

 Funding formula for acquiring content is developed. 
 

 Work with local authors, publishers, and booksellers regarding potential 
involvement in project. 

 
 
January through February 2013:  

 Platform implemented. 
 

 Begin to add content. 
 
February through April 2013: 

 Test system. 
 

 Create links to other MA econtent resources, booksellers, etc. 
 

 Train development partners. 
 

 Finalize policies. 
 
May 2013: 

 First phase of proof of concept launches. 
 

 Evaluation begins. 
 
July 2013: 
If first phase is successful, begin incorporating other libraries with goal of including all 
libraries that are ready to participate by end of 2013. By the end of 2013, there will be a 
plan in place for future participation. 
 
 
Sustainability and Finances 
Ultimately, this program needs the financial support of the libraries involved to be 
successful.  A fee structure will need to be in place.  The committee projects that this 
program will need a minimum of $2,000,000 each year for content if it is to remain 
successful. 
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To implement the pilot, the MBLC and MLS will provide the funding to develop the pilot 
collection and the resources (hardware, staffing, etc) needed to make it happen.   This 
gives the committee time to get feedback from the library community before developing 
a fee structure.  
    
The Committee will establish a working group that will address membership fees.  We 
will look at the initial participating libraries as part of this committee, but may involve 
others if it seems like there is a missing size library.  In the committee’s initial stab at 
looking at member’s contributions, the committee used percentages of materials 
budgets to ensure that school and small public libraries can be participants in this 
program.  The chart follows: 
 
 

Library Type Number of 
potential 
libraries 

Minimum 
Assessment 

Maximum 
Assessment 

Total 
Minimum 

Total 
Maximum 

Academics 126 $1,500 $3000 $189,000 $378,000 

Publics 370 3.25% 4.75% $1,062.367 $1,554,152 

Schools-
Elem 

600 $100 $200 $60,000 $120,000 

Schools-
High 

360 $500 $1000 $180,000 $360,000 

Specials 242 $250 $500 $60,500 $121,000 

    $1,552,867 $2,533,152 

 
Note:  Total FY 2011 Public Library Materials Spending $32,718,894 

 
The committee recommends that the MBLC and MLS commit to financially support for  
this program each year. Their funding should support the infrastructure needed for the 
project; MLS may have additional funds to support the collection.  
 
Once the committee has selected a model for the pilot program, the committee will work 
on creating a budget for it. There are potentially two options that this program could 
pursue. It could be locally hosted or hosted by a vendor. At its September meeting, the 
Committee voted to have the pilot hosted by a vendor rather than hosted locally. The 
Committee believed that this could keep the time frame on track and would provide the 
time needed to follow with a locally hosted platform if this was the track the project could 
take. The committee wants to keep flexibility in all options until all the options are 
evaluated and a cost benefit analysis is done. 
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In either scenario there is a need for staff to have certain skills.  Skills needed include 
experience in contract negotiation, knowledge of current publishing world, library 
experience, collection development skills and acquisition experience, technical 
expertise, user support, local help desk, training skills to train library staff,  promotion of 
the project to libraries, users and other partners; office support needed to provide 
invoicing, billing and other support to participants.  
     
Staff will be responsible for negotiating contracts on behalf of Massachusetts libraries.  
Staff will work directly with publishers and book vendors.  Staff will work with content 
selection committee to identify collection priorities.   
 
 
Content Selection 
As indicated in the scope statement, the initial product will consist of 10,000 ebook 
titles. These titles will be selected by a committee consisting of librarians from each 
library type. The content selection committee will cooperate in the provision and 
management of the ebook collection. The committee will initially consist of 2 public 
library representatives, 1 academic library representative, 1 school library 
representative, and 1 special library representative; the committee will grow as 
participation from additional libraries increases.  The committee will advise a project 
employee who will negotiate with vendors/publishers in the acquisition of content.   
 
The committee's initial work will be to develop a collection development policy that 
represents all library types. The policy will be reviewed on annually to ensure that it 
matches the ongoing needs of the community.  
The policy must include the following principles: 

 The collection will serve users of all ages 

 The collection will support a wide variety of learning and recreational needs 

 The collection serves as a supplement to local library collections—it is not 
intended as a replacement for local library collections 

 Ownership of content is a preference, but not a requirement 
 

The policy must address the following issues: 

 Digital formats and file sizes (including file quality) 

 Selection criteria  

 De-selection criteria 

 Holds queue length/automatic purchase 

 Lending periods 

 Metadata requirements 

 Suggestions for purchase from library patrons/library staff 

 Donations from patrons  

 Sharing locally licensed collections  

 Locally created content 

 Public objection to selected material 
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After developing a collection development policy, the committee will select 10,000 titles 
as a starting collection. These titles may be purchased as a package, as individual titles, 
or as a collection of packages. The group will have access to up to $80,000 to facilitate 
the purchase of said titles.  
 
Timeline: 
Early October:  form content selection committee 
October-November:  committee develops collection development policy 
November:  committee purchaser/contract negotiator is hired 
December:  content is selected and purchased 
 
Long-term goals: 

 Libraries without members on the committee may submit suggestions for 
purchase via an online form developed by the committee. 

 The committee will consider working with the Massachusetts Center for the Book 
to identify local authors willing to participate in the project. 

 Identify free collections to include in discovery tool.   
 
 
Evaluation  
Evaluation will be conducted both with library staff from participating libraries and 
patrons through online surveys. 
  
Goal 
Library patrons have access to a user-friendly ebook borrowing platform. 
Objective:  Patrons of 50 pilot libraries can borrow ebooks. 
Measurement: 90% of patrons using the test site indicate they were able to find and 
successfully check out an ebook 
  
Goal  
Library patrons have access selection of a broad collection of ebook titles. 
Objective: Patrons of 50 pilot libraries have access to an opening day collection of 
10,000 titles. 
 Measurement:  50% of patrons using the test site indicate that they found an ebook that 
met their needs. 
  
Goal 
Staffs of participating libraries are informed about the ebook project and can assist their 
patrons to use it. 
Objective: Staff has access to training to introduce the ebook project. 
Staff is supported by promotional material to help launch the project. 
Measurements:  90% of staff indicates they are prepared to introduce the project. 
Measurement: 90% of staff indicates they had access to promotional material to support 
the project’s launch. 
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SAMPLE SURVEY QUESTIONS -- END USER SURVEY 
  
In response to increased demand for eBooks from libraries, MA is experimenting with a 
way to offer additional eBooks to patrons. Please help us evaluate the ease of use of 
this product/approach. 
  
This survey will take no more than two minutes to complete.  Thanks for your time in 
helping us to develop a better experience. 
  
1. How did you find the link to the eBook collection? 
___ on my library’s web site 
___ on my library network’s website 
___ other ____________________________________________________ 
  
  
2. Did you find an eBook that met your needs? 

Yes               No 
Comments: 

  
  
3. Were you able to check it out? (If checking Yes, proceed to question # ) 

Yes   no 
  
4. If not, why not? 

Not available 
Technical problem 

  
 
5. If the item was checked out, did you add your name to the waiting list? 
           Yes ____           No _____ 
  

If not, why not? ____________________________ 
  
 
6.  Rate the ease of this experience. 

1 (Easiest)           5 (Most Difficult) 
 
Comment: 
 

  
7. What type of device will you use to read the ebook that you downloaded? (check all 
that apply) 
Kindle 
Nook 
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Sony 
PC/Mac 
Smartphone 
iPad 
other tablet 
Other: 
  
 
  7 a. Did this experience meet your expectations? 

Yes               No 
 
Please comment:  

  
 
8. If we were to expand our ebook collection, what categories of books would you 
prefer? 
  
literary fiction 
popular fiction                                                       
Genre Fiction: mysteries/science fiction/romance/fantasy                                           
children’s fiction 
young adult fiction 
science/health/engineering                                      
humanities and social sciences 
children’s non-fiction 
What other areas would you like to be included? Comment: 
  
 
SAMPLE SURVEY QUESTIONS  -- STAFF SURVEY 
  
In response to increased demand for ebooks from libraries,  MA is experimenting with a 
way to offer additional ebooks  to patrons. Please help us evaluate the ease of use of 
this product/approach. 
  
This survey will take no more than two minutes to complete.  Thanks for your time in 
helping us to develop a better experience. 
  
1.  In what type of library do you work? 
         Public 
         Academic 
         School 
         Special library ___________ (what type) 
  
2.  Did your library receive materials to help publicize the program? 
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3.  Did you feel you have adequate information to explain the eBook product to patrons? 
(combined two related questions here) 
                     Yes               No 
  
4.  Was the site easy to use? 

Yes               No 
 

If not, why not? 
  
5.  Did patrons ask for your assistance in using the product? 
                     No ___ 

Yes ___ to search for titles 
Yes ___ to download material        

  
If yes, please further describe your assistance: 

  
 
6.  Do you believe the content met their needs? 

Yes               No 
  
7.  If no, what subject areas or genre should be added to the collection? 
  
 
8.  Do you have further comments that will assist in evaluating this pilot program? 
 
 
 
 


