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 INTRODUCTION 
It?s the all too familiar picture... campus con-
 solidation, staff redundancies, a dwindling 
book budget, mountains of boxes of new books, 
processing delays due to a lack of staff and an out-
 dated acquisitions workflow that hasn?t caught up 
yet with a changed workplace. This is undoubt-
 edly a familiar scenario for many institutions 
and was the situation at Buckinghamshire New 
University (Bucks) in the first half of 2010. 
BACKGROUND 
Change was needed to improve our labour- and 
time-intensive acquisitions process which already 
used electronic data interchange (EDI) ordering 
and some outsourced book supplier processing. 
Shelf ready acquisitions seemed the best way for-
 ward, but at a price. In 2010 we were faced with 
the need to change our acquisitions processes but 
with no additional monies to invest to achieve 
this. However, almost a year on, we are run-
 ning a smooth and efficient acquisitions process 
which is already showing improved order supply 
times and has made a positive impact on staffing 
resources and tasks within the library team. All 
this has been achieved without major financial 
investment, with just a closer look at our staff 
and technical resources and a drive to maximise 
systems and technical expertise we already had.
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 PROJECT SEEDS ARE SOWN 
In May 2010 we listened to an enlightening pres-
 entation, ?Re-engineering workflows with dawso-
 nenter?, by Marilyn Clarke of Imperial College at 
the Dawson Day in London, hosted by Dawson 
Books, our major book supplier. We were excited 
at the prospect of introducing a similar acquisi-
 tions workflow using the 9xx ordering process, 
given that Imperial College is a fellow-SirsiDynix 
library user. However, the cost of purchasing 
the 9xx module from SirsiDynix proved prohibi-
 tive for our budget. We therefore arranged to 
visit Brunel University, another SirsiDynix user 
who run EDIFACT (Electronic Data Interchange 
For Administration, Commerce and Transport) 
book quotes (quotes) ordering with Coutts. Their 
advice and knowledge proved invaluable in 
showing us the potential of ?quotes ordering?, 
which did not need additional software pur-
 chase but would still streamline our acquisitions 
processes. A potential stumbling block was that 
Dawson Books had not tested quotes ordering 
with SirsiDynix customers yet but could offer the 
9xx ordering method. With advice from Georgina 
Parsons at Brunel and our newly appointed Sys-
 tems and Research Librarian, Elizabeth Cham-
 berlain, we approached Heather Sherman, Sales 
Development and Support Manager at Dawson 
Books with the request that we start testing 
quotes ordering with them. In September 2010 
Bucks became the first SirsiDynix customer in 
the United Kingdom to run quotes ordering with 
Dawson Books. Our new acquisitions process was 
achieved from inception to delivery in the short 
space of four months with the input and coopera-
 tion of many key people and the coordination of a 
number of important factors. 
Having expert staff in the right place, at the 
right time and asking each other the right ques-
 tions underpins the success of our acquisitions 
project. When Elizabeth Chamberlain re-joined 
the Library Team in July 2010 with responsibil-
 ity for Symphony, our library management 
system, we felt we now had the expertise to drive 
our project forward. She started looking at the 
reports we would need to run in the background 
on Symphony to enable the smooth transfer of 
bibliographic order data between the dawsonen-
 ter1 service, Dawson Books? bibliographic data-
 base and Symphony. With the SirsiDynix manual 
in one hand and helpful advice from Georgina 
Parsons at Brunel University and SirsiDynix in 
the other we started testing the transfer of biblio-
 graphic data to Dawson Books where we were 
assisted by Heather Sherman and the Customer 
Services team.  
DAWSON BOOKS? DEVELOPMENTAL WORK
 Dawson Books have had a long history of sup-
 porting the Unicorn 9xx workflow, which uses 
MARC records to transmit the bibliographic and 
purchase order data to the library management 
system. However, using the EDIFACT EDI stand-
 ard for quotes ordering meant that Dawson Books 
would now be handling quotes files of orders 
with the same data elements but the file structure 
would be totally different. Dawson Books began 
by approaching SirsiDynix to understand how 
quotes had been implemented and were provided 
with details of the key data elements that needed 
to be included in the quotes files. David Thomas 
at SirsiDynix worked with Dawson Books on the 
initial testing so that by the beginning of August 
2010 they had a first version of a working quotes 
file. During August, testing started in earnest 
between Bucks and Dawson Books and by the end 
of that month we were able to demonstrate that 
the quotes process was working. Once we started 
to input live orders it was imperative to capture 
the location and loan types as part of the quotes 
process to ensure that when these were returned 
as EDI orders, the books would be serviced cor-
 rectly as part of the shelf-ready workflow we had 
set up. Dawson Books undertook further testing 
to ensure that the location and loan type data was 
being sent back correctly in the EDIFACT book 
quotes file so that it would then appear in the 
correct fields of the orders being created within 
Symphony.
 The final piece of the puzzle was to capture and 
return classmarks successfully. As with location 
and loan types, it is imperative to capture class-
 marks correctly if they are to be part of an effec-
 tive shelf-ready workflow. 
TASK ALLOCATION 
We looked carefully at our old acquisitions work-
 flow and identified tasks and areas of duplicated 
effort. We also identified the stages in the work-
 flow where delays had occurred due to lack of 
staff and the labour-intensive nature of the task. 
With this in mind we planned a more streamlined 
acquisitions workflow to avoid duplication of 
effort, automate and outsource more tasks and 
reassign tasks within the library team so as to 
maximise staff resources. We also wanted to move 
more towards a paperless office, in line with the 
university?s policy of saving costs. 
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 We have seen a dramatic shift in the reallocation 
of tasks within the library team. Library assist-
 ants now have more time to spend on other team 
tasks. Outsourcing and a better use of technology 
has reduced the manual nature of our acquisi-
 tions workflow and removed duplicated effort. 
Our Cataloguer has seen her workload increase, 
however, with more pre-order Dewey classifica-
 tion checking, loading of copies and the loading 
and editing of MARC records to in-house require-
 ments. 
Old v New
 Paper order forms for new books have become 
a thing of the past. We no longer have a backlog 
of paper forms waiting to be input by one team 
member to download MARC records from OCLC 
and create order records to send off by EDI. The 
librarians now input their own book and e-book 
requests directly into dawsonenter. This has saved 
time and resources in that this part of the process 
is paperless, the book order information is only 
being keyed in once, which minimises error, and 
librarians have responsibility for their own orders. 
The development in book suppliers? bibliographic 
databases has enabled this. The book order 
requests start as quotes in dawsonenter. We have 
set Symphony to run the reports called EDIFACT 
file ftp retrieval, EDIFACT file receiving and 
EDIFACT book quotes which retrieve the quotes 
data from Dawson Enter and turn it into orders in 
Symphony. With minimal effort, we then set the 
orders to go EDI back to Dawson Books the same 
day using the EDIFACT file transmission report. 
This stage of the process can take a day and a half 
from entering book data to Dawson Books receiv-
 ing the firm EDI order with minimal human effort 
and better use of system processes.
 Another backlog we identified in our workflow 
was the amount of in-house processing we still 
carried out. When boxes of new books arrived, 
they would be delayed by time consuming 
physical processing, accessioning and labelling. 
Therefore, Dawson Books now do more of this 
processing for us with no further costs as this falls 
within the terms of their Joint Academic Consor-
 tium Book Agreement. The majority of our book 
orders are shelf-ready with minimal in-house 
checks. The time taken for new books to make it 
onto the shelves ready for borrowing has been 
dramatically reduced. In January 2010, a typical 
order would take, on average, 39 days from the 
order date to the books going on the shelves. By 
January 2011, this had been reduced to an average 
of 16 days.  
We now pay for MARC records from Dawson 
Books and have reduced the amount we pay for 
our subscription to the OCLC service, which we 
still use for retrospective cataloguing, to help 
offset this additional cost. Receiving MARC 
records in batch files after the EDI orders have 
been placed has necessitated a re-think in proce-
 dure. In our old workflow we used to download a 
MARC record from OCLC and attach it to the EDI 
order. Now we receive emailed MARC records 
with the ordered books and use the MARC import 
facility within Symphony to load these records. 
!
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 This procedural change has been a learning curve 
for our Cataloguer as she needs to notify Dawson 
Books of classmark differences for labelling books 
to our in-house requirements before the books are 
received. However, dealing with MARC records 
and loading items is more streamlined and 
efficient. The majority of orders are now being 
received, loaded and MARC records edited the 
same day by the cataloguing and acquisitions 
teams.
 TESTING AND TROUBLESHOOTING 
Being the first SirsiDynix customer to run quotes 
ordering with Dawson Books meant there was 
much testing and troubleshooting required to find 
solutions to ways of mapping processes to our 
new workflow. We monitored closely the transfer 
of bibliographic order data at every stage. The 
problems we faced were relatively few in number 
and focused on the field to use in dawsonenter 
in order to flag in-house classmark preferences 
as notes fields do not transfer data well via EDI. 
Dawson Books had to change their internal 
programmes to receive classmark changes in 
the classmark field as opposed to the ?notes to 
vendor? field. Dewey re-classification during the 
order process has, on occasion, resulted in spine 
labels that are different from what we expected. 
We had problems with ftp files causing errors in 
EDI reports, the multiple duplication of the same 
order title by the EDIFACT book quotes report 
and the incomplete set up of our ebook ordering 
workflow. Lastly, an account location change by 
Dawson Books, to remedy internal routing of our 
orders, led to holding code errors in our EDIFACT 
book quotes report. With hindsight and an over-
 view of all that we have achieved, these teething 
problems now seem minor, even if that was not 
the case at the time.
 Classmark specification from classmark field in dawsonenter downloaded to Excel
 !
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 NEXT STEPS
 The next stage of the project is to test EDI invoic-
 ing and set up the reports in Symphony that will 
automatically receive and load orders. These proc-
 esses will be tested before the end of the current 
academic year and, subject to successful results, 
made live from September 2011. This will remove 
yet more manual tasks from the workflow. 
The importance of professional networking, 
collaboration and sharing experience cannot be 
underestimated. We would like to acknowledge 
the support and professionalism of Heather Sher-
 man and the Customer Services Team at Dawson 
Books. Without it our project would not have 
progressed as quickly or as successfully. In the 
current hard economic times we have echoed the 
ethos of Bucks New University by ensuring that 
our project has maximised our human and techni-
 cal resources. We have been flexible as we have 
faced change and achieved improvements with-
 out incurring further costs, and we have shown 
that more can be achieved with less. 
NOTES
 1 http://www.dawsonenter.com
 Classmark specification uploads into the call number field in Symphony ready for EDI to Dawson Books
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