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Introduction

Within the Georgia PINES consortium, acquisitions are managed separately within each member library system using a variety of systems. Because there is no central support for acquisitions function within PINES, there was no need for the Evergreen development team to develop an acquisitions subsystem for Evergreen. After Evergreen was launched other libraries began to study it, and they quickly identified its lack of support for managing acquisitions as a significant obstacle to adoption. The Evergreen developers want to ensure that Evergreen is viable in the long run and feel that the best way to do that is to ensure that it is generally useful within the library community and not just “Georgia PINES internally developed catalogue.” With this in mind, the developers put creating an acquisitions subsystem at the top of the list of development priorities.

The acquisitions module in an integrated library system (ILS) is, fundamentally, a specialized accounting system designed to support the regular activities of collection librarians and technical services staff. Collection librarians place orders for material, track the status of outstanding orders, and monitor the amount of money left in their purchasing budgets. The technical services staff assign book orders to vendors for fulfilment, check shipments of material against outstanding orders, and record the actual cost of items, taking into account vendor discounts, taxes, and foreign exchange. If the library is using an approval plan the technical services staff will also create pro forma purchase orders based on the contents of approval shipments.

In Evergreen, the acquisitions “module” will be a separate component that communicates with the existing OPAC and cataloguing system to transfer bibliographic information and status information to the OPAC. When this report discusses the “ILS”, it is referring to a system composed of cooperating accounting and cataloguing subsystems, rather than the traditional monolithic “accounting system built into the catalogue.”

This report starts with a brief overview of fund accounting, provides outlines for several different workflows

Art Rhyno, of the University of Windsor, has suggested that one way to view  library acquisitions as a supply-chain management process: the library is not manufacturing anything (unless one thinks of “collection building” literally), but it is purchasing streams of parts from a relatively stable group of suppliers, with the books and the book distributors playing the roles of the “parts” and “suppliers,” respectively.

· PINES didn't need acquisitions module, but following launch and interest by other libraries, it was the largest single requirement of other libraries

· Libraries do not act as commercial organizations

· not accountable to shareholders, not expected to make a profit

· are accountable to funding organization: city hall, school board, university

· purpose of the acquisition module is to

· manage budget lines: per branch, per subject area, per format

· track orders and fulfilment

Basics of Fund Accounting

Regardless of the type of accounting methods used by the library as a whole, it is assumed that the acquisitions budget is managed using some form of fund accounting. In a fund accounting system, the budget is divided up into “funds”, each of which is allocated a certain amount of money. In a library, each fund would typically signify the amount of money allocated to buy materials in a given subject area, in a given format or genre, or for a particular branch. The basic fund accounting equation is (Granskog 1999, p 289)

Assets =
Liabilities + Fund balance

In the library setting, this is interpreted as

Fund Allocation =
Encumbrances + Payments + Unencumbered balance

In a fund accounting system, the encumbered funds take the place of accounts payable: when an item is ordered, the library must set aside the funds necessary to pay for it when it arrives. When the library orders an item, the unencumbered balance is reduced by the cost of the item, and the encumbrances are increased by the same amount. Finally, when the item is paid for, the encumbrances are decreased and the payments are increased. For example:

$10,000 =
$1,200 + $6,250 + $2,550

At the beginning of the fiscal year, the library allocated $10,000 to a particular fund. To date, $1,200 of materials have been ordered, but the invoices have not yet been paid; $6,250 worth of materials have been paid for; and there are $2,550 remaining with which to purchase materials until the end of the fiscal year.

Accounting Requirements for Evergreen Acquisitions

The acquisitions subsystem will not be the library's only accounting system. Where to draw the line between those  accounting functions managed by the acquisitions system and those managed by the central accounting system is difficult, but the division between the two systems will be made based on the assumption that as much “true” accounting as possible should be done by the authoritative central accounting system, and that the acquisitions system's accounting functionality exists primarily to assist the collection librarians in the management of their materials budget.

The acquisitions subsystem must allow the collection librarians to track the free balances of their various materials budgets accurately.

The acquisitions subsystem produces summary reports containing the fund allocation, encumbrances, payments, and unencumbered balances for all open funds, or for any subset of funds chosen by the staff.

The acquisitions subsystem provides a policy option that prohibits collection librarians from running a deficit balance on a fund.

The acquisitions subsystem provides an interface that allows collections staff with suitable authority to transfer money between funds.

Since the central accounting system must track all taxes and duties paid, for reporting to the government, this information should not be duplicated within the acquisitions subsystem.

Only the net cost of materials, inclusive of vendor discounts, taxes, duty, and foreign exchange, should be recorded in the acquisitions subsystem. This will give a true account of  the funds available, while simplifying the accounting required.

How shipping charges are handled is a policy decision that depends, to some extent, on the information provided by the vendor. Some libraries keep a separate account for shipping, charging just the book price to the individual funds; others charge the shipping costs to the funds, dividing the total shipment's cost amongst the items included in it (Granskog 1999, p 301). If the shipping costs are billed to the individual materials funds, then they will be incorporated into the net cost, as with discounts. If they are tracked using a separate shipping expense account, then they will be managed entirely by the central accounting system, since they have no bearing on the collection librarians budgets. If a library is using an approval plan for material selection and collection librarians have the option to return unacceptable materials, then similar decisions will have to be made regarding the handling of shipping costs for returns: a separate fund managed centrally or charging the cost of returns to individual budget lines.

Because the acquisitions subsystem and the central accounting system will both be reflecting the status of the same set of accounts, they must be able to transfer transaction information between them, either by using a shared transaction file format that will be imported and exported, or by having the acquisitions subsystem use any integration hooks that may be provided by the central accounting system to query and update the central accounts.

The Acquisitions Workflow

The information associated with a new purchase may be added to the ILS in two different ways: a collection librarian creates a bibliographic order record in the ILS, or a vendor transmits a file of MARC order records describing a shipment of items selected in accordance with the library's approval plan. In each of these situations the data entered into the ILS is just the first step in the acquisition process, which will be completed according to the business logic of the acquisitions subsystem.

Creating an Order Record in the ILS

When a collection librarian has identified an item as suitable for addition to the library, she will create a bibliographic order record in the acquisitions subsystem. This order record will include, at least,

· bibliographic information, suitable for identifying uniquely the item to a book vendor,

· the name of the fund (the “fund code”) to which the purchase should be charged,

· and, optionally, a price for the book.

On a regular basis, the acquisitions department staff gather up the new order records, verify prices, link each item order to the vendor chosen to fulfil it, create an electronic purchase order containing a list of the new items being ordered from each vendor, and transmit the POs to the vendors. For most large library systems, the POs will be sent electronically using a standard Electronic Document Interchange (EDI) protocol: ISO EDIFACT, ANSI X12, or the British TRADACOMS protocol.

Downloading MARC Order Records From a Vendor

If a library uses an approval plan for purchasing books, or if the librarians are placing book orders directly with a vendor, using its online ordering system (such as Blackwell's Collection Manager), then the first time that the acquisitions department may be aware that the book is being added to the collection is when it arrives on the loading dock. In these situations, the vendor provides not just the paper bill of lading with the shipment, but also an electronic invoice. This electronic invoice is normally sent to the library as a file of MARC order records. Like the order records created in the acquisitions subsystem by the collection librarians, each MARC record will include basic bibliographic information about the item and the price of the item, but it may not include the fund code (or the name of the matching approval plan profile) against which the item should be charged. The MARC order records may also include information about taxes, vendor discounts, and shipping charges associated with each item.

In some libraries, the fund code/profile assigned by the vendor must be confirmed by the local collection librarians, and an item that arrives because it matched one profile may end up being charged to a different fund.

Requirements for the Acquisitions Workflow

The acquisitions subsystem provides a staff client that allows collection librarians to create order records containing a mix of bibliographic and financial information.

The acquisitions subsystem provides an option to use the bibliographic information from new order requests to create stub catalogue records that indicate that the items are “on order.” How this creation process is initiated is a policy decision that must be made by the library. Possible policies include

· Bibliographic records are create automatically at the time that the order record is entered

· Bibliographic records are created automatically when the order has been sent to a vendor

· Acquisitions or technical services staff must explicit transfer the bibliographic data from the acquisitions subsystem to the catalogue subsystem

The acquisitions subsystem provides a staff interface that allows acquisitions staff to assign individual order records to vendors, group new orders assigned to each vendor into purchase orders and to produce both print and electronic POs. The system supports at least one standard EDI PO format, and should provide hooks to simplify the creation of other formats of electronic PO.

Ideally, the acquisitions subsystem provides hooks that allow acquisitions staff to link from order records directly to the corresponding item record at vendor websites (e.g. Amazon.com).

The acquisitions subsystem provides an interface that allows receiving staff to indicate that ordered items have arrived. The staff should also be able to report problems with the condition of the items in the shipment (e.g. damage) or any discrepancies between the records in the acquisitions subsystem and the items on the loading dock.

The acquisitions subsystem provides a component that can read a file of MARC order records and either reconcile the items in the file against outstanding order records placed with the vendor or produce new order records that have been associated with the source vendor.

Regardless of the source of the order records, the acquisitions subsystem produces data files of financial information suitable for loading into the library's central accounting system.

Placing Orders

Managing an Approval Plan

· very high level, common to all types of libraries

Logical Division of Labour Within Collections & Tech Svcs

Collection Librarians: 

· are given a budget with which to purchase materials,

· select items from 

· publishers' catalogues

· distributors online selection system (e.g. Blackwell Collection Manager)

· approval items

· are responsible for managing the budget.

Receiving department:

· accepts shipments of books from distributors,

· checks shipment against invoice and reports discrepancies,

· firm order processing: enters invoice information into acquisitions system

· Approval processing: places books out for inspection by collection librarians

Technical Services:

· Approval processing:

· clear books from approval shelves

· create stub PO for approved items and mark items as received

· Firm order processing:

Mapping OFBiz components into Acquisitions Workflow

· purchasing = supply chain management, suggests Art

Interfacing OFBiz with Vendors

· EDIFACT?

· PO printing = report generation?

· MARC 9xx order records?

· X12?

Integrating OFBiz and Evergreen

· minimize dependencies on EG database tables -- OFBiz retrieves info from EG via standard network query protocols

· Transmitting records from OFBiz to EG could be done via a shared DB table as a Producer/Consumer buffer

· OFBiz needs to be integrated into the EG distributed permissions model that allows levels of the hierarchy to delegate downwards as appropriate

· book requests must have option for patron info to simplify creating holds in the catalogue when the bib. record is created

· EG staff client must provide links to order records in OFBiz and vice versa (?)
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