
Where We’ve Been and
Where We’re Going

NC Cardinal is a program of the State Library of North Carolina, supported by grant funds from the Institute of 
Museum and Library Services under the provisions of the Federal Library Services and Technology Act.

Presenter Notes
Presentation Notes
For the remainder of our time together today, Amanda Johnson and Lauren Clossey from Library Development have joined us to facilitate a conversation with you about a few areas we would like to get your feedback on. We’re interested in learning from you about what you perceive to be Cardinal’s strengths and weaknesses in the areas of communication, policy making, staff oriented support and public facing services.

This is ground work towards putting together our next strategic plan. Our last strategic plan was in 2016 and quite a bit has changed since then. To give us some perspective on where we’re at and how we got here, I wanted to review some of the changes that have happened in these last 6 or 7 years.  



(Relevant elements of the 2016 Strategic Plan will show up here)
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What Has Happened Since Our Last Strategic Plan in 2016?

Growth

Staffing Changes

Web Client Mobius

OPAC Updates

Clean Up & Consolidation

Authority ControlKnowledge Books

SLAMs

Best Practices

Basecamp

Articulate

Funding Model

Committees

Governance

Assessments

Presenter Notes
Presentation Notes
Here’s a few of the areas that we’ve seen significant change in. As we talk through these changes, the area where the green bar at the bottom is, will show the relevant elements from the 2016 Strategic Plan. Some of the goals from that plan still stand, some have been completed and some have lost relevance. Once we’ve talked through some of how we got to where we are, we’d like to get your input on where we need to go.�




Task 1.2: Strategically grow membership that balances new migrations into the consortium
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Steady Growth

Presenter Notes
Presentation Notes
The first five or six years of NC Cardinal were about getting off the ground and building critical mass. Since the strategic plan, we’ve continued to grow and focus on consolidation and institutional maturity. In 2016 we had 28 members. Since then, we’ve added another 23 member library systems. We’ve settled into a pace of adding four library systems per year, with each project taking 3 to 4 months. We’re on a pace where we’re kicking off a new migration just as we’re winding down the previous migration. 

We used to rely on our former hosting vendor Equinox to take care of all of the training and project management aspects of these migrations. This meant they were scheduling the meetings, leading the discussions and doing the training. With our move to Mobius, we felt we could take this on and have devoted a considerable amount of work to developing our own migration process and training. We’ve gotten to a point now where migrations generally run pretty smoothly. 



Task 1.2: Strategically grow membership that balances new migrations into the consortium
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With More Growth Comes More Work
2015: Circ Modifier Consolidation

2017: Shelving Location Consolidation

2018: Marcive Authority Control
           Summon Discovery Layer

2019: Patron Permission Groups
           Print Notices
           Staff Permissions and Assessments

2020: Electronic Resources
           Patron Purge

2021: Settings Consultations

2022: Shared Reports Clean Up
           Staff Password Resets
           Shelving Location Consolidation

2023: Holds Targeter
           Orphaned Bibs
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Presenter Notes
Presentation Notes
This increase in membership and size means there’s more to do of everything we do: more help tickets, more resource sharing support, more student access loads, etc. In addition to the steady churn of migration projects, we’re constantly working on some sort of large consolidation or clean up project to improve the integration and integrity of our shared catalog. The impact of these large infrastructure projects may not always be obvious, but they have a broad impact on the functionality and administration of our shared catalog and organization.



Task 1.2: Strategically grow membership that balances new migrations into the consortium
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Staffing Changes Over the Years

Manager

Consultant

Trainer

Support

Developer

Project Manager

Presenter Notes
Presentation Notes
As we grow, one of the things I worry about is whether we have sufficient staffing to ensure sustainability? Between 2020 and 2023, we had three team members leave Cardinal. This means for 16 months, we were down to 75% capacity. It takes us at least six months to hire someone new and another six months for them to really get on their feet, depending on their background and responsibilities. We’ve made a significant effort to improve our cross training and documentation, but supporting software can be nuanced and difficult work. Institutional knowledge and experience is a huge factor in knowing how to solve problems efficiently.   
�If we continue to increase in size, do we need to increase the size of our team to ensure sustainability? Would we have the capacity to support some of the larger systems that aren’t currently part of Cardinal?



Task 1.2: Strategically grow membership that balances new migrations into the consortium
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Slowing Growth but Growing Complexity

Presenter Notes
Presentation Notes
After a decade of consistent growth, I expect that we’re reaching a point where migrations will start slowing down. This graphic shows the North Carolina public libraries that are not currently a part of NC Cardinal. At this point, 63% of county libraries are members (37/59), 67% of regional libraries are members (8/12) and 46% of municipal libraries are members (6/13). 

This leads to the question: where do we redirect the energy that we’ve been focusing on adding and supporting new libraries? As Cardinal has matured, we’ve become more efficient at handling support ticket traffic. When Cardinal first started, the one or two team members were sometimes just trying to keep up with the support tickets. Over time, we’ve focused a larger portion of our effort working on big structural improvements such as consolidation projects, better support for the acquisitions module and redesigning the holds targeter. In recent years, our ability to do custom local development has resulted in more complex and nuanced projects and lately we’ve been seeing more demand for integration between Evergreen and third party vendor services.�



Presenter Notes
Presentation Notes
In addition to growing and maturing, there have been a number of other milestones over the years that have had big impacts on Cardinal that are related to elements of our 2016 Strategic Plan. 



Task 2.1: Design (staff and patron) experiences that remove barriers, 
facilitate access to additional resources (e.g. eBooks), and delight users
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Move from Equinox to Mobius

Equinox

Mobius

Presenter Notes
Presentation Notes
In 2018 we changed the vendor that we rely on to host our Evergreen software. This was a laborious 16 month Invitation for Bid process started by my predecessor Tanya. Prior to the move we’d been experiencing significant performance issues as we grew larger. With the move, our Evergreen software went from being hosted in a co-location facility in the Atlanta area, to the state of the art Amazon Web Services cloud. This provides more robust connectivity and scalability as we’ve grown. 

The institutional culture of Mobius has also given us room to grow. They’re been more affordable and supportive of us being a larger part of the administration of our software. This allowed us to hire Llewellyn on as a Developer and make more of our own customizations without having to pay by the hour every time we start thinking about a project. 



Task 2.1: Design (staff and patron) experiences that remove barriers, 
facilitate access to additional resources (e.g. eBooks), and delight users
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Move from XUL to Web Client

Presenter Notes
Presentation Notes
In 2018, we also upgraded From Evergreen 2.12 to 3.1 This introduced the first web based staff client. Prior to this, we had one upgrade per year and we had to make sure that everyone downloaded and installed the new version of the software during upgrades. Now, we have the ability to make smaller incremental changes on the fly and have them seamlessly show up for everyone next time they log in.

11/2022 = 
10/2021 = 
?/2020 = 
10/2019 = 3.3.2
10/2018 = 3.1 (webby)
11/2017 = 2.12
?/2016 = 2.9
�



Task 2.1: Design (staff and patron) experiences that remove barriers, 
facilitate access to additional resources (e.g. eBooks), and delight users
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Updates to OPAC Design & Accessibility   

Presenter Notes
Presentation Notes
We’ve made significant changes to the look and feel of the public facing OPAC, most significantly updating it to what’s called a responsive design, which adapts how it shows content based on the size of the user’s screen. This makes it easier to use on phones and tablets. We initially were going to pay Mobius to make these updates, but by adding a Developer to the team we realized we could accomplish this goal in house. In the subsequent years, the larger Evergreen community has been catching up to the development we did and slowly our customizations are coming back in line with what the larger Evergreen community is doing.

In the last year, we’ve also been focusing more on accessibility for the OPAC and our other online content. This has led to a systematic review of our Knowledge Book pages and any design decisions we’ve made in our OPAC customizations. Again, we’re seeing more focus on this in the larger Evergreen community, so we’ve been involved in those conversations as well.




Task 2.1: Design (staff and patron) experiences that remove barriers, 
facilitate access to additional resources (e.g. eBooks), and delight users
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Implementation of Authority Control with Marcive
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Presenter Notes
Presentation Notes
In 2018, we convened an Authorities Working Group to help us figure out how to implement better authority control in our catalog. That fall, we began a quarterly process of sending all of our new and updated bib records for books to Marcive for authority control processing. Marcive analyzes the author and subject headings on our bib records and associates them with Library of Congress authority records. Evergreen will then link the subject headings to their authority records. This allows users to click on subject headings in the OPAC and reliably see everything else that has that same subject or author.  




Task 2.2: Explore additional service offerings based upon member needs and interests
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Additional Service Offerings

• EBSCO Novelist
• ExLibris Summon
• LibraryIQ
• LibraryHQ
• PatronPoint
• MyLibro
• Unique Management Collections
• Wowbrary

Presenter Notes
Presentation Notes
As I alluded to earlier, one of the trends we’re seeing is a move towards more integration between our Evergreen ILS and external vendors. This primarily comes in the form of data feeds or API access for external apps or analytic services paid for by member libraries. It can be challenging because vendors may claim compatibility or ease of integration to secure a sale. This led us to roll out a new policy this year to support the deployment of Third-Party Hardware and Software for member libraries. 

The dual constraints of budget and bureaucracy have made it difficult for Cardinal to do more than our core mission of facilitating an ILS and resource sharing. We’ve supported third party services paid for by member libraries like LibraryHQ, LibraryIQ, Novelist, myLibro, Patron Point, etc. We’ve also facilitated the use of services paid for by external sources like Gale Analytics (paid for by the State Library) or the Summon Discovery Layer (provided through a contract with NC Live). Other than our quarterly authority control from Marcive, we haven’t implemented any other centrally paid consortia-wide services from an external vendor. Even when we tried to facilitate centralized invoicing for Wowbrary, we faced logistical hurdles with the procurement mechanisms of state government. 

As an organization, we haven’t tried to procure Cardinal specific electronic resources. This need has been largely met by organizations like NC Live and Overdrive collaborations like NCKids, NC Digital, e-iNC etc. 



Task 3.4: Leverage expertise and best practices 
by building a knowledgebase that strengthens the NC Cardinal community

13

Knowledge Books

Presenter Notes
Presentation Notes
In late 2017 we started moving our documentation over to our online Knowledge Books. At the beginning of this process, all of our documentation was in static Word or pdf documents on the State Library website. They were hard to update and easily became out of date. As we moved to the Knowledge Books, we rolled out major revisions and expansions of our training content. We worked with the Cataloging Committee to develop the Cataloging Best Practices. �



Task 3.5: Assess service delivery support operations and provide more self-service administration tools
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Admin Manual and SLAMs

Presenter Notes
Presentation Notes
Our strategic plan recommended that we provide more self administration tools. To this end, we’ve created the Administration Manual in the Knowledge Books which walks staff members through the tasks they can do to administer their experience in Evergreen. 

After our staff permission project in 2019, we developed a network of System Login Access Managers to help administer staff login accounts and assist with password changes. SLAMs have a much better sense of when employees come and go, so they’re an important part of ensuring that we’re keeping access to our patrons’ data secure. They create new login accounts and we notify them quarterly of expired accounts and staff members that need to change their passwords. 



Task 3.7: Continue to build communication channels and 
training experiences and resources for membership and staff
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Communication

Move from Mailing Lists to Basecamp
Niche Academy tutorials
Webinars and YouTube content
Annual Staff Survey

Presenter Notes
Presentation Notes
Our communication habits have changed over the years. In addition to the more robust Knowledge Book content, we’ve moved from mailing lists to Basecamp as our primary method of communication. This allows us to have a variety of topic based discussion groups. 

We’ve developed training modules in Niche Academy for circulation, cataloging, acquisitions, SLAM duties, and other topics. We’ve also hosted online trainings which were subsequently posted for later viewing on our YouTube channel. With our current slow down of migrations, we’d like to have a regular schedule where we’re offering the kind of trainings we offer to migrating libraries to the broader staff audience. We’re also scheduling regional in-person meetings to cover training topics and build community.

Each year we’ve also sought feedback in our Annual Staff Survey. This has been a useful source of ideas and critique. We’ve made a habit of responding to all of the comments as an opportunity to follow up, answer and acknowledge the responses we get.  

�



Task 4.3: Develop additional opportunities for member and NC Cardinal staff 
to participate in the Evergreen and open source communities

Task 5.1: Form collaborative partnerships that increase benefit to member 
libraries and their communities, leveraging public investment in libraries

Task 5.2: Build strategic alliances with service providers and other 
consortia to increase awareness of services available and fluidity in service 
delivery to public libraries
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Community Engagement and Partnerships

Source: https://www.freepik.com/free-vector/teamwork-concept-with-puzzle-pieces_11524468.htm

Presenter Notes
Presentation Notes
Partnerships and community engagement were mentioned in several elements of our strategic plan. We’ve continued to promote engagement with the larger Evergreen community by offering scholarships to the Evergreen conferences and promoting engagement with the Evergreen mailing lists. We’ve also posted alerts about regular Evergreen committee and focus group meetings. And, we’ve also been contributing to the Evergreen source code for the first time. 

We’ve worked with a large variety of vendors and external service providers to learn about their offerings, and help to facilitate their support of our members. A few years ago we also conducted a “site survey” to gather information on the vendors that member libraries use in order to be able to offer recommendations to other members about opportunities or known compatibility.




Task 3.8: Refine resource sharing operations and practices to optimize cost and benefit
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Resource Sharing Improvements

Presenter Notes
Presentation Notes
Resource sharing is a fundamental part of NC Cardinal.  We’ve spent significant effort and development time working towards improving the efficiency and reducing costs of resource sharing. This has included defining best practices as well as the work we’re getting ready to roll out which takes geographic distance into account when choosing which copy to target to fill a hold. We’re hoping that this will have a positive impact on resource sharing costs via a higher density of packages going to and from libraries in closer proximity. This should also reduce the time it takes for materials to move between libraries. 

With the loss of the statewide UPS contract in November 2021, we’ve seen significant cost increases and diminishing customer service with FedEx. We’ve recently learned that UPS is an option again, but we’re trying to work with them to understand if the new UPS contract is still affordable. We’re also looking at whether a courier service might be a better option at this stage.



Task 3.3: Build an operational and funding model that incrementally creates organizational self-sustainability
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Presenter Notes
Presentation Notes
Another element to the strategic plan was to create a funding model that moves us towards self sustainability. Starting in 2019, we worked with you all to define our current funding model that takes into account your number of active branches, as well as factoring in the calculations used to determine State Aid. These changes were phased in over the last three fiscal years concluding in the fiscal year that just ended. This has increased contributions from member libraries from $200 thousand dollars in FY16-17 to an estimated $500 thousand dollars in FY25-26. We target about a 5% increase in membership contributions every year, with a per-library cap of 15% increase per year.�
This increase in member contributions has not kept up with the rate that resource sharing costs have increased. In the chart here you can see our member contributions in brown and the cost of resource sharing in blue. We’ve relied on LSTA funds for the majority of our budget over the course of the life of NC Cardinal, and for the last several years managed to keep our entire budget in the ballpark of 1 million dollars. With the popularity and increasing cost of resource sharing, can we afford to continue growing?



Task 3.2: Expand governance capacity by diversifying the committee and convening advisory forums
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Governance

Source: https://www.freepik.com/free-photo/business-people-analyzing-statistics-financial-concept_2862239.htm

Presenter Notes
Presentation Notes
Governance capacity was another element of our strategic plan. Our Bylaws lay out a basic requirement for representation of different library types on the Governance Committee, but at times we’ve had some challenges finding regional and municipal representatives. Adding more regional and municipal libraries has helped, and new leadership at member libraries has also offered more options for Governance Committee members. 

Our Cataloging and User Experience Committees have acted as advisory forums who can help to draft policy. We’ve also convened the Authorities Working group to guide our efforts. Facilitating these groups however takes work and at times when we’ve had staffing issues, committee facilitation has received less focus. 




Task 4.1: Formalize existing committees and create new committees 
to address standard practices and policies as well as user interfaces and patron experiences
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Developing Policies and Best Practices

Presenter Notes
Presentation Notes
Another recommendation of the strategic plan was to work with our committees to develop standard practices and policies. The Cataloging Committee invested a huge amount of effort putting together our Cataloging Best Practices. This allowed us to offer cataloger trainings and create assessments to ensure that catalogers were working well together in this shared environment. 

We also established a Resource Sharing Committee that eventually transitioned into being our User Experience Committee. This group defined resource sharing best practices and now focuses on issues that impact end users. 

This is one of the areas we’d like to get your thoughts on: How should we go about developing policies and best practices? What’s the right level of communication about what the committees are up to?
What’s the best way for library leadership and staff members with first hand experience to have a voice in creating polices that affect all of us? 

If we have cataloging best practices, what are effective ways to make sure that catalogers are following them? If we have issues with staff not following resource sharing best practices, what’s the best way to address that?
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Growth

Staffing Changes

Web Client Mobius

OPAC Updates

Clean Up & Consolidation

Authority ControlKnowledge Books

SLAMs

Best Practices

Basecamp

Articulate

Funding Model

Committees

Governance

Assessments

Where do we grow from here?

Presenter Notes
Presentation Notes
So, a lot has changed in the past few years and now we’re starting to think about where do we grow from here?
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Cardinal policy making processes

Communication within Cardinal

Supporting staff using Evergreen

Service to members of the public

Presenter Notes
Presentation Notes
We’d like to talk about what you see as our strengths and weaknesses in these areas, get your feedback and then have your help prioritizing the feedback. We’ve identified a few areas to focus on:

Communication: How do we communicate within the organization, make sure everyone knows what they need to know, respect people’s attention, and give members a voice?

Policy making: How do we decide policies and best practices that affect all member libraries?

Staff support: How do we support the staff members that use Evergreen every day?

Public service: How do we better serve members of the public that use our services like the OPAC, resource sharing, etc.?

And with that, I’ll turn it over to Amanda Johnson and Lauren Clossey.
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