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Why Weed?
· Our library stacks are nearly out of room, and we have been adding 12,000 more volumes per year than we withdew.
· R2 Consulting, LLC recommended “sustainable collection development”: that we should establish a “carrying capacity benchmark” together with a rules-based approach to weeding all areas of the library, minimizing the need for individual review by bibliographers.
· We need space for study areas and a Learning Commons to accommodate today’s students, who use the library increasingly for individual and group study (and we serve 30,000, FTE, 43,000 students in all, at the three institutions we serve).

· We have a new director and Strategic Plan, and are planning major changes to our service model.  These will require reconfiguring and enlarging student space.
Rationale:

· More and more material is available—and preferentially accessed—online, including full-text article databases, ebooks and government publications.  We have bought or downloaded many ebook collections with catalog records, including 100,000 Mbooks, and added links in our catalog to many Google Books. Electronic is our preferred format format for library materials.
· Studies show that 40% of library collections never circulate—therefore we can withdraw many low or non-circulating volumes without much impact on students.
· We have available space in the Pascal shared offsite storage facility; materials there can be requested by students through our online catalog.

· Over 20 million items can be borrowed locally and promptly through the Prospector unified catalog of 25 libraries and library systems in Colorado and Wyoming.
Planning

· We use a bibliographer model, whereby each bibliographer is responsible for specific LC call number ranges.
· For the main circulating collection, each bibliographer was asked to establish criteria for specific call number ranges, specifying which volumes were to be withdrawn and which to send to offsite storage.  
· Criteria vary but are largely based on catalog date (records generally in the catalog for at least 10 years) and number of checkouts.  Curricular importance and how fast materials in that subject become outdated were also considered. Some bibliographers considered only monographs.
· A Special Projects unit was created, with one librarian, two library technicians, and four part time students, reporting to the director.  The major weeding project is planned to be completed in 18 months.  All those in the unit have other responsibilities.
· The Special Projects librarian created lists of circulating items matching withdrawal and Pascal criteria, using the Innovative Interfaces Create Lists software, and printed the lists.  Creating and printing the lists for the circulating collection needed to be done before Reference weeding, to avoid reference books being transferred to the circulating collection and being immediately withdrawn because they hadn’t circulated.

Sample from spreadsheet for offsite storage criteria:
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· A Library Technician and student employees pull books for withdrawal or transfer to offsite storage in separate batches, based on the printed lists.  The librarian and other unit staff then withdraw the books from our III catalog and delete holdings in OCLC.  
· Special Projects staff members check to see if each volume designated for offsite storage is already there, and if so, withdraw it rather then send it to storage.
· The Unit keeps specific statistics by call number range for items withdrawn, transferred or sent to Pascal.  These mark our progress and may be useful for future collection analysis

Challenges
· Offsite storage capacity. We had to run lists of all items destined for Pascal early to make sure we have enough storage room there.
· Multivolume sets.  We decided to keep all volumes in a set together, whether in the library, at Pascal, or withdrawn, by number of checkouts of the most checked out volume.
· Duplicates.  If one title had several copies with low checkouts, we tried to keep only one copy.
· Storage. Arranging storage space for books in process and enough boxes and book trucks.  We needed a lot of both.
· Disposal of books for resale or recycling. The Colorado Library Consortium (CLiC) arranged for regular pickup of books to deliver to B-Logistics, an online book reseller. Any books that do not sell will be recycled.
· CLiC also arranged for delivery of empty boxes from B-Logistics.

· CLiC arranged an agreement with a recycling company to dispose of items with no resale value. The recycling company delivered us empty 96 gallon bins, and picked up full ones.  This saved boxing.
· For deliveries to the Pascal offsite storage site, the library rented large wooden book carts from a local library mover.  The library filled them up with books for Pascal.  Full carts were delivered to Pascal, and emptied carts returned to the library.  This also diminished the need for boxes.
Weeding Other Areas, and By Other Methods
· Reference.  The Special Projects Librarian ran lists of all serial titles with volumes in Reference.  Sections of the list were delivered to appropriate bibliographers.  Bibliographers made decisions concerning how many volumes to keep and where.  This resulted in significant number of books being withdrawn from both Reference and the circulating collection.  We found that we had many unnecessary items taking up space, such as old directories and superseded items.
· Teams of bibliographers and reference librarians identified reference books to transfer to the circulating collection or withdraw; other reference librarians had one week to comment.  Special Projects personnel transferred and relabeled or withdrew volumes. Our goal is to halve the size of the Reference collection.
· Large sets and serials.  Bibliographers identified titles, especially serials or large sets, available electronically and thus appropriate for withdrawal or Pascal. We had many titles in multiple formats. One useful approach is to walk the stacks, looking for large sets and serials to evaluate and check for online availability.
· Music scores were located in two separate locations.  A list was run of downstairs scores to keep based on the music bibliographer’s criteria (important publishers, composers, etc.); these were moved upstairs with the rest.  The bibliographer then went through those remaining and chose which would be weeded or sent to offsite storage.
· Obsolete formats The Special Projects librarian ran lists of materials in obsolete formats such as audiotapes. Most bibliographers opted to withdraw them.  

· Periodical Indexes.  Bibliographers examined titles in the Index section and selected ones to withdraw, transfer, or send to offsite storage.  Many titles are duplicated online and no longer needed in print, thus significant space savings were achieved.  Remaining indexes will be merged with the Reference collection.
· Government publications. Systematic weeding of tangible items has been ongoing since 2005/06, with electronic is our preferred format. One approach has been to walk the stacks looking for voluminous titles and checking which are duplicated online.  Lists were run of all serials in tangible formats, and a technician checked to see what was online. Many indexes and periodicals have been removed.
· New GPO electronic substitution criteria will make it easier to withdraw materials also available online.

· Early government publications weeding emphasized identifying superseded items that could be withdrawn without going through the cumbersome listing process to offer them to other depositories.  Lists were run on words indicating that the title might have superseded volumes, such as “directory” or “manual”
· A consortial group of Colorado government publications depository librarians identified which agencies’ publications were of high, medium, and low priority importance to individual libraries.  This helped to identify which libraries had strong collections for particular agencies, and which ones could deselect in those same areas if not locally important. 

Future Plans and Possibilities
· Bibliographers will need to establish ongoing “carrying capacity” annual weeding criteria.
· We have already withdrawn bound periodicals available in stable online archives.  We should continue to monitor which periodicals, indexes, large sets, etc. become available in such archives, and continue to weed bound and microform periodical collections.

· We should continue adding digital formats and withdrawing duplicated ones (article databases, ebooks, etc.).  We should consider buying digital collections that would allow us to withdraw physical collections (e.g. Congressional hearings).
· The Colorado Alliance of Research Libraries will buy a high speed microform scanner to be located at CU Boulder to digitize articles and government reports requested by individuals.  This will offer opportunities for individual libraries to withdraw microform collections or relocate them offsite.
Conclusions

This rules-based approach makes weeding go much faster, and after the initial criteria were established, saves much bibliographer time.  This is important for us, with an ambitious agenda for changes in our service model, and very limited personnel.

Making use of list-creating software to identify volumes meeting criteria in each area is much more efficient than examining each volume manually.

Largely omitting bibliographer review can make them uncomfortable, but realistically most withdrawn materials that may be wanted in the future are readily available locally.  
We have already cleaned up the collection substantially; removing many outdated or superseded volumes, duplicates, and materials readily available online.  We are also making much needed space for new services and student use. 
