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SAMPLE CHAPTER FROM "Licensing and Copyright Management:  Best Practices of College, Special and Research Libraries" 

SASKATCHEWAN PROVINCIAL LIBRARY, THE MULTITYPE DATABASE LICENSING PROGRAM

BEGINNINGS OF THE PROGRAM

The Saskatchewan Provincial Library’s Multitype Database Licensing Program started in 1998 after a group of librarians at the Provincial Library began research into cooperative buying initiatives.  The total aggregated buying power controlled by the Program is approximately $470,000.  The Group does not really consider itself a consortium but it is a formal network that pools resources to enhance bargaining power.  The Multitype Database Licensing Program produces an annual report that is available through the main provincial library website at: www.lib.sk.ca. We spoke with Marilyn Jenkins, Director of Public Library Planning, and Jack Ma, Information Resources Management Specialist of the Saskatchewan Provincial Library in Regina.

 “Saskatchewan is a huge geographic area (comparable to larger American states such as Montana or Texas) but only has 1 million people,” says Ms. Jenkins.  “We have 2 cities of Regina, and Saskatoon -- about 200,000 each --  and 10 smaller cities -- between 5,000 and 40,000.”  The province has 2 universities, both publicly funded, 4-5 colleges, 10 public library systems and 850 schools.  Along with the main Provincial library, and many special libraries, these are the disparate units that have come together in the Multitype Database Licensing Initiative. 

FROM TALK TO ACTION

According to Ms. Jenkins, the group buying initiative grew out of other, related efforts. “The way we got together, well there were some initiatives happening in other places and we had an initiative in the province called the Multitype Library System.  It was a concept that we were beginning to talk about; it was simply (library and school) people who were interested in cooperation across jurisdictions for the benefit of all the partners.  One of the most concrete ideas was the idea of licensing databases together for the purpose of reducing the cost or increasing the scope of services.  We had a meeting and we had reps from 60 different institutions; then we formed some working groups to do some testing.  We created evaluation groups composed of approximately equal members from public libraries, school libraries, post secondary education libraries and special libraries -- government, association. corporate, legal , medical, etc.” 

THE DOMINO EFFECT

However, to actually initiate action, the public libraries were catalysts. After the group got the cooperation of public libraries, it used this cooperation as leverage to attract other types of libraries in a kind of domino effect strategy.  “We went to the public libraries and they said: we should do this and challenge the other sectors to come in with us.  We started with the public libraries. Only the two big public libraries had any substantial numbers of electronic subscriptions at the time and those big libraries ended up with 50% savings.  We started with Information Access Company, now the Gale Group, and licensed four products: General Reference Center, Health Reference Center, Business and Student Editions.”

BRINGING HIGHER EDUCATION ON BOARD

“The second group to come on board was the universities. What we got with the first license was a lot of new titles and it really increased our overall access.  It was not what they saved but what they gained in terms of access, it was just exponential the new access that they had.”

“The universities at first said: it  (the new database licenses) won't really apply to university students.  We don’t use those (somewhat general) databases.  It became obvious that the universities were using those basic level databases.  It was mostly undergraduate usage but still very substantial, and once it was clear that it was useful to them, they wanted in and wanted to contribute and become members.”

“But in that first batch we were missing Canadian content and the universities had existing licenses with Canadian content from Micromedia.  So the colleges and universities looked at what they were spending on the CBCA products and threw that into that pot.  The idea was -- if we put it all together -- can we get a provincial license? The licenses cover all libraries in the province - that is how we approached negotiations from day one and we never varied from that. We raised the money in sectors.  There was little savings but there was substantial expanded access. It takes a large measure of trust and goodwill; that is the thing that we have always had.”

Saskatchewan used a kind of domino theory; first the public libraries come together, and this created the bargaining power that ultimately enticed the academic libraries to join.  They in turn could combine their resources and obtain a provincial license for Canadian content databases for the price of what they had been paying anyway.  In exchange, they got access to all of the databases that the public libraries had bargained for. 

BENEFITS TO VENDORS

According to Ma, the vendors did not really resist the project:  “The vendor is dealing with one client rather than with 50 or 100.  A lot of the vendors are in the eastern US (with relatively high travel costs to Saskatchewan).  Now they would have one client and one bill and one license to negotiate.  Also, we do the first line of defense for technical support for the library and we try to minimize the work of the vendor.  They would not have tried to reach too far into this market; they would have only gotten the big universities.  They were not going to get that market (smaller colleges, public libraries, etc.) anyway it was just too costly for them to try to get it.”

Instead of going to schools individually, the Provincial department of education did it on behalf of the schools.  The Department of Education pooled the resources of school libraries and purchased a newspaper database; the other libraries then enjoyed access to this resource under the provincial license, while the school libraries got access to all of the databases enjoyed by the academic and public libraries. 

BRINGING IN THE SPECIAL LIBRARIES 

“And then the special libraries came on and there was no product that worked for them; there was no common product but they wanted to have access to all the products that we have - and we said -- whatever amount makes sense to you - contribute it.

They paid for that they might normally have gotten (on their own) -- say health databases in a health library--plus they made a small contribution to the pool but then they got very expanded access to all of the other resources.    
ROLE OF THE PROVINCIAL LIBRARY

Once many of the libraries were on board they went to the Provincial Government to ask that the Provincial Library handle the licenses and hold the money on behalf of all the partners.  The Provincial Library also shifted its reference book budget into online reference products, further increasing the “pot” to be spent on province-wide resources. 

MONTHLY MEETING

Much of the decision-making for the organization takes place at a monthly meeting.  “We have a committee that steers this and meets on a regular basis -- once a month we meet at the Provincial Library in Regina.  This group evaluates products and makes recommendations and we take the recommendations to all of the participating libraries,” notes Jenkins. “We do have what we are calling an annual meeting but it is a meeting where all the partners are invited.  There is some debate and discussion and we try to achieve consensus on what we are going to be doing in the next year. We account for the money; tell everyone what has happened; we do some discussion by sectors.  We get some direction from the broader membership. About 50 people or so attended this year.”

A UNIQUE APPROACH

Jenkins believes that Saskatchewan’s approach is unique.  “We don't see anyone else doing it this way.  Most form a consortium. But we just didn't see it; we couldn't do that - it was too fragmented.  When anyone signs on with us, you get everything, if you use it or not.   Your contribution is not related to how much you get, it is related to how much you think it is worth.”

Ma concurs that the approach taken by the Multitype Database Licensing Program is a unique fish. 

”Our program is wonderful and I see it as very successful. I came from Toronto and in Ontario it is done by a consortia and they only negotiate for their partners.   All the residents in Saskatchewan can get the benefits.  It is quite unique as far as I know.

The key is:  we worry a lot about communication, making sure everyone is on track.   The fundamental philosophy is: Spend what you are spending now, put it all in a pot, and you will keep getting what you are getting, and you will also get much more.”

CHALLENGES IN TRAINING AND PROMOTION

Ma and Jenkins believe that the two biggest challenges that they face are user training and database promotion.  Comments Ma: “Training is really had to get very far deep into in a rural area - and we have done a lot of work to address that and it continues to be a big big issue.  We do vendor sponsored training. We take the vendor around the province, and we also have been experimenting with online training. We have take a 'training the trainer' approach; it is effective but it is time consuming and expensive.”

“The school teachers they are big users -- and a lot of training is directed at them.  We train the staffs and not the patrons -- and the schools have instructional technology consultants.  We register their network with the vendor and that is one of the ways we do it. We are working on home access and in order to have home access you need something that authenticates - so they can sign in through the website.”

Promotion has been an equally vexing problem.

“It is really hard to get the information to the public,” says Jenkins, “and we are trying to get the message out - it is hard to do in a way that maintains the visibility of the partner libraries.  It takes a lot of time -- our biggest challenge is promotion for the partner libraries.” 

DETERMINING CONTRIBUTION LEVELS 

Initially the group tried to come up with formulas to determine contribution levels of member libraries, but “we gave up,” says Jenkins.  The governing principal seems to be “Spend about what you are spending but put it all in a pot to see if access can be expanded, and in turn you will gain from expanded access to other resources.

The biggest contributor of a single library is $40,000 and the smallest is $200.  

The biggest one is a very big library and the smallest is a one-person library. Consensus decision making is the key.  We try to achieve consensus and consensus is not 100% agreement.  It is: ‘I agree enough so that I can go along with it’.  Everyone understands that consensus is the way we will be making decisions.”

