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the why



removing barriers

Presenter
Presentation Notes
Removing barriers to services has been an ongoing trend. We’ve relaxed repercussions for having fines over the past several years to make library services more inclusive. We do not want to punish our patrons or ever make them feel unwelcome.



1320 juvenile cards in our system could 
not be used due to overdue fines.

Presenter
Presentation Notes
Large number of juvenile cards that were blocked due to excessive fines ($10+)



Libraries used to need fines to pay for 
staff and materials.

Now most public libraries are 
supported through property taxes!



Fines collected data

Total fees collected: 
$37,240.82
0.07% of total revenue

Total fees collected: 
$41,983.42
0.08% of total revenue

Total fees collected: 
$43,123.83
0.09% of total revenue

70% 66% 61%

8% 18%

9%

3%
6%

2%

19%
10%

28%

FY13-14 FY14-15 FY15-16

Overdue Replacement Manual Waived



Only a small fraction of returned items 
have a hold so why charge people for 
items that will be on a shelf?

Presenter
Presentation Notes
We have 155,000 physical items and about 100-150 physical items with holds on them that have been released.



We were often waiving fines for 
patrons unable to pay

Presenter
Presentation Notes
We were often waving fines for patrons unable to pay Photo credit: Empty pocketPhoto by CafeCredit under CC 2.0



budget implications

Presenter
Presentation Notes
removing barriers to services has been an ongoing trend. We’ve relaxed repercussions for having fines over the past several years to make library services more inclusive. We do not want to punish our patrons or ever make them feel unwelcome.



Postage increase due to increase in 
number of bills mailed.

Presenter
Presentation Notes
Photo credit: By EraserGirl (Own work) [CC BY 2.0 (http://creativecommons.org/licenses/by/2.0)], via Wikimedia Commons



More paper, more envelopes, more 
staff time preparing mailings



Increase in items being returned 
instead of lost forever which lowers 
costs

Presenter
Presentation Notes
no wait time, no re-ordering, no processing and cataloging costs



Decreased revenue from fines



Upfront increase in collection agency 
fees

Presenter
Presentation Notes
These fees are recouped once patrons have paid the collection agency.



Taxes were not increased.

Presenter
Presentation Notes
Photo credit: Image "Considering The Tax Shelter" by JD Hancock. 



expectations

Presenter
Presentation Notes
Overdue materials would be returned quickerNumber of overdue materials would increaseNumber of billed items would increaseNumber of blocked juvenile cards would decreaseHappy patrons, happier staffAnd the budget implications previously discussed



staff training

Presenter
Presentation Notes
removing barriers to services has been an ongoing trend. We’ve relaxed repercussions for having fines over the past several years to make library services more inclusive. We do not want to punish our patrons or ever make them feel unwelcome.



Two weeks before “go live” all staff 
were required to attend training.

Presenter
Presentation Notes
We held these at a variety of times and personally met with any staff that were unable to attend.



informal conversations with Guest 
Services staff about process

Presenter
Presentation Notes
We held these at a variety of times and personally met with any staff that were unable to attend.



Items checked out on old loan rule 
had to have fees manually waived.

Presenter
Presentation Notes
Challenge was when items due before the new rules came back very late. Staff had to take notice and break the habit of asking the guests to pay.  The first couple of weeks was confusing for staff because of this. We also lowered the blocked card amount to $0.01 so if a patron returned an item under the old loan rule, we had to waive it before they could check out more materials. We globally purged fines multiple times a day.Photo credit: Image “Library Book Texture” by calsidyrose.



communication

Presenter
Presentation Notes
removing barriers to services has been an ongoing trend. We’ve relaxed repercussions for having fines over the past several years to make library services more inclusive. We do not want to punish our patrons or ever make them feel unwelcome.



original promotion

Presenter
Presentation Notes
We had buttons for staff, balloons at the GS desk, fliers around the building and handed to patrons that explained the time line in both Spanish and English, press releases to the local papers, it was in the e-newsletter and the print newsletter, book marks in all new materials.



continuous promotion

Presenter
Presentation Notes
We are still explaining it to people. There are a few Chicagoland libraries that have gone fines free, but 



still on the front page of our website

Presenter
Presentation Notes
We held these at a variety of times and personally met with any staff that were unable to attend.



gossip around town

Presenter
Presentation Notes
Gossip at grocery store: the “good” patrons were now paying for the “bad” patrons.Photo credit: Image “Can you keep a secret” by jinterwas�. 



Miscommunication that 
no fines = no accountability

Presenter
Presentation Notes
Gossip at grocery store: the “good” patrons were now paying for the “bad” patrons.



Sierra implementation

Presenter
Presentation Notes
Talked to other libraries who had done this. Free associated everything I need to think about. Then reviewed the notes and powerpoint from a presentation at the Illinois Library Association annual meeting to expand what I think I need to think about.Sat down with Brooke and create a timeline of events – changes made to Sierra, contact with collection agency, training of staff, full on implementation



reading, reading, reading

Presenter
Presentation Notes
I read the Sierra manual and CS Direct frequently and repetitively. When the library went to Millennium, and then to Sierra, I was not a part of it – some was before my time and some was when I was Teen Librarian. Our network IT guy, who had since retired,  did much of the setting up and the person who held previously my position had as little to do with the computer side of operations as possible.  As I learned from my reading, there’s all this STUFF in the Sierra implementation manual that I knew nothing about. Examples: Once created, loan rules should NEVER be deleted, although they may be repurposed. )There are required lines in the Loan Determiner table and the Patron block tableCirculation Text notices also must never be deletedThere’s Max Number of Overdues and Highest Level Overdue There are autonotices and regular notices why was our second overdue notice being used as a shelf check reminder and was there any other way to do that…?)We were simultaneously changing policies regarding circulation. Previously, most materials were allowed an unlimited number of renewals. This wouldn’t work with fines free as it truly might result in items never coming back to the library. We had already had a small issue with a few guests trying to renew things forever and it seemed this would most likely get worse with fines free. When I changed the Max Number of Renewals in the various loan rules, what else would it affect?   [Anyone who has self-educated about Sierra without having been present when it was all set up knows that the unintended consequences of nearly every change seem to always lurking around the corner. Surprise!]



Presenter
Presentation Notes
Loan Rules OriginalWe had several we weren’t using anymore. A couple more were rendered repetitive by the elimination of fines.In learning about them, there was some table-cleaning-up happening. Because I hadn’t been there at the beginning, and a number of people had made changes along the way, I started with the loan rules.Before this I had tried to keep my sticky fingers out of the loan rules except when dire. I always hit those unintended consequences.But after all of my reading, I was feeling more comfortable, so the first step for me was to clean up the loan rules table and loan rules determiner table.All item types had rules. All patron types were matched to all item types. There were a lot of printouts involved. And color-coding, as you see.







Presenter
Presentation Notes
Loan Rules Final5 rules Not In Use. 6 new ones created for Fines Free. 



Presenter
Presentation Notes
After conquering the loan rules and determiner table, I undertook the Patron Blocks table.You can see that now most of our patrons have $.01 as the highest number of fines. I wanted to block cards if something was in the BILLED status, but I do not believe that’s possible. Also, the Highest Level Odues had to change from its former 999.And what were Odue Points and Block Days? Happily, nothing that applied to us.



Presenter
Presentation Notes
Started looking at the original loan rules to understand the elements and the necessary changes. So, line-by-line through each rule. These had been in place, largely untouched by me, since we switched to Millennium. Had to change the Max number of renewals, the Max number of Odues, timing of the Overdues (4 weeks to 2 weeks), the texts to be sent, and the amounts charged (not shown).And the amount of Fines per fine period.But only for some patrons, not for all of them.



Hello, trouble tickets!

Presenter
Presentation Notes
We opened a trouble ticket. In hindsight, we should have opened more so I was always doing such mucking about in all of the tables and waiting to see what disaster I caused.(In reality, I didn’t cause many.)We asked III how to avoid having items checked out under the old loan rules continue to accrue fines after our Fines Free Live Date.And then I didn’t take their advice, partially because I didn’t fully understand it. 



Copy loan rules and edit the rules 
with the least used ptypes. 

Presenter
Presentation Notes
Should have copied the loan rules and edited the new ones for the least ptypes used. We did it opposite and had to run Globally Purge Charges daily.It is best not to modify the overdue variables of a loan rule if items are currently in circulation under that loan rule. It is better to create a new loan rule that is configured to take effect only on items checked out after the loan rule is created.If you modify any overdue variables for a loan rule, and one or more items are checked out and overdue under the previous version of the loan rule, the following are among the issues that could occur:The system could send a patron a higher-level overdue notice immediately after a lower-level overdue notice.The total overdue time could be inadvertently shortened or lengthened, so that the system sends the replacement bill much earlier or much later than desired.The system could send a patron only overdue notices and never send the replacement bill.I should have created all new loan rules for every kind of patron and abandoned the old rules completely, after changing the fines amounts to $0. This would have resulted in some RBPs not paying fines for a few items, but it would have been worth it in the long run.These things affected my decision:--Loan rules cannot be deleted as long as there is any possibility of an item still being checked out. So I was trying to not clutter things up by making lots of new rules and leaving lots of old rules hanging about.--The reciprocal borrowers were going to still be functioning under the old rules sort of. Therefore, why not leave them there?--Making new loan rules seemed a little scary since there are so many elements that have to track to other elements in other tables in order to make everything work as we wished. Silly me! As you shall see.



Text on notices has to be updated. 

Presenter
Presentation Notes
The last piece to figure out before truly embarking on changes was the Text of Circulation Notices.Once again, I had no mental image of how these worked. We sent	--Courtesy Notice 3 days before – email only	--First Overdue at 7 days	--Internal use only shelf check at 14 days	--Final Overdue at 21 days	--Bill at 28 daysQuestions:	Could we send more than one autonotice (like a DUE TODAY notice)?	What would become of the internal shelf check and was there any other way to do it?	How many notices do we really want to send, considering staff time and cost of postage?	Will we need new notice text that says different things for different kinds of patrons?	Or can we just modify existing notice text?  Or both?



testing, testing, testing

Presenter
Presentation Notes
We tested, as you shall see, by changing a little at a time and using staff cards [a separate p-type] as canaries in my coalmine.I knew I would hear from staff if they were being charged, or billed too soon, or receiving weird notices. This also gave the Guest Services staff some time to get used to waiving fines, making note of strange happenings, and the new, shorter timeline.



Testing with staff accounts

Presenter
Presentation Notes
I did not copy the existing rules and modify, I created new ones line-by-line so I could think through each line as I did it.



Presenter
Presentation Notes
Standard 28 Day with no fines. Constructing new loan rules is less scary than editing existing loan rules. Should have done more of this.



All new Fines Free section

Presenter
Presentation Notes
After a month of testing with staff, I checked and triple checked which patron types should go to which new loan rules. Ptypes were moved to the new rules before the library opened on the day we went live. 



Presenter
Presentation Notes
Globally Purged on November 1. Exhilarating and frightening. However, because I didn’t do as III said with creating all new loan rules for every patron type, the old loan rules were still active past-present-future for RBPs AND for all of the items checked out by every type of patron before Nov. 1This meant that: I had to keep purging fines as items checked out to now fines free patrons came in overdue because there are still Fine per fine period 1 amounts. Had I removed all patron types from the old loan rules and changed the overdue amounts to $0.00, then all those fines wouldn’t have kept showing up.I also created a problem for myself in that there were too many Overdue notifications in the old rules. The Max number of Odues was still four, but RBPs were supposed to be on the same schedule of 2 weeks as the other patrons.Thus I did a cardinal no-no and changed the Max number of overdues line. Yikes. 



Do not change max number of 
Odues!

Presenter
Presentation Notes
Original 28 Day standard loan rule, after I made changes regarding overdues. The first set of changes I made involved me changing the Max Number of Overdues from 4 to 2. If you read the CS Direct Sierra Webhelp documentation, you know that if the Max Number of Overdues changes, the patron may very well end up not receiving a bill at all. If you change the Time Odue variables (in our example, time was measured in days), the patron could end up with a suddenly-curtailed billing period (hello, your item is overdue, oh hello again, you owe us the full price.)Had I merely moved all patron types away from the original rules, everything would have gone more smoothly. Instead I changed the Max number of overdues, found my notes to myself telling me never to do this, changed the Max number of overdues back and changed the Time between overdues to match the 2 week timeline.It could have lead to disaster with RBPs not being billed, or receiving contradictory notices, but happily there seemed to be few side effects. No complaints, no issues ever brought to my attention. It is not a risk I’d take again, but all’s well that ends well!



three months of being fines free





Presenter
Presentation Notes
30 records were sent to Collections in February. 6 of those have already been cleared in full. For our guests, finding out earlier that something has been billed enables them to return the materials and pay only the $10 collections fee instead of finding out later and not being able to find the items, leading to a discouragingly large bill. 



Presenter
Presentation Notes
30 records were sent to Collections in February. 6 of those have already been paid in full. 



our advice to you



Start gathering lots of stats.

Presenter
Presentation Notes
I wish we had stats for percentage of billed items that went unpaid, stats going further back to compare a year’s worth of data (it’s hard to compare November stats to January) 



more aggressive and larger 
marketing campaign

Presenter
Presentation Notes
I wish we had stats for percentage of billed items that went unpaid, stats going further back to compare a year’s worth of data (it’s hard to compare November stats to January) 



Send postcards or emails to patrons 
with blocked cards that were no 
longer blocked.

Presenter
Presentation Notes
 



Questions?
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