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NLS has been working on duplication-on-demand (DoD) for over a decade with its first rendition around 2005 as a proof of concept.  By the early part of this decade, duplication-on-demand had progressed to where it was useful for making cartridges with multiple copies of books or with many different books.  The Open Source Hardware post published in 2013 even stated that there are simpler solutions for making a single book cartridge.  DoD was limited in scope, being essentially a program to add DB books to the collection or to fulfill special requests for books only available on BARD.  CUL (Consortium of User Libraries) was also developing a program to link the CUL software to the Gutenberg system.  My analysis at the time was that it was a complex system requiring the purchase of equipment and supplies, creating additional staff workload, and requiring more staff training for something I perceived to be of little effective use.  The physical distribution of DB's was primary.  Our preference in Connecticut was to request ILL's from the multi-state center to meet special requests and permanent ILL's to replace missing DB's.  To this end, we normally requested up to 300 or so ILL's each month.  It required no money and minimal staff effort. 
That all changed in the past year.  Two major events occurred which made the Gutenberg system not only desirable, but a virtual necessity.  First, NLS continued developing Gutenberg and it is now a highly sophisticated and capable system designed to supplant, not just add to, the physical distribution of DB's.  Second, the Connecticut LBPH made the transition in March 2018 to WebREADS which supports Gutenberg.  At the time of the transition, DoD was still not a priority and didn't play a role in deciding to go to WebREADS.  The extinction of CUL and serious State budget issues were the primary motivators.

With a few months of WebREADS under our belt, it became clear that the WebREAD's method of selecting books each day was creating an unmanagable workload for our book pickers.  First of all, our circulation greatly increased so several hundred more books had to be pulled from the shelves, mail cards inserted, and checked out.  Secondly, and even more disruptive, WebREADS makes no distinction between the turnaround shelf and the stacks.  In CUL, books were selected from the turnaround first, and then from the stacks if more was needed.  That usually was about 80% from the turnaround, 20% from the stacks.  With WebREADS, the opposite became true.  Another ripple effect, with hundreds more books not being picked from the turnaround, the leftovers had to be sorted, scanned into the stack location, and reshelved.  Most of the time all could not get done each day, so the next day a lot of time was spent looking for "no finds" which mostly were in piles of books waiting to be reshelved.  There's even more ill effects of not selecting from the turnaround first.  The person pulling books is the same person who performs the book inventory system, from receiving new DB's, inventorying them, shelving them, downloading MARC records, inputting subject codes and all the myriad of collection management activities.  Those functions also became well in arrears.  And worse of all, the motivation and morale of the staff became adversely affected by the work overload and unrelenting stress of always being behind.  For want of a horseshoe the kingdom was lost.

The magical solution to all of these issues is Gutenberg duplication-on-demand as the sole DB circulation system.  In one fell swoop, but for title records/subject codes, there is no more collection management.  No more turnaround, no more stacks, no more reshelving, no more lost books and "no finds", no more copy allotment, no more a lot of things.  And no more physical DB's in blue containers.  So instead of some 170,000 DB's, there'll be just 25,000 DoD cartridges and containers to shelve somewhere in no particular order.  On top of these benefits, Gutenberg comes at no cost with technical support coming from NLS.  That DoD is the right solution for DB distribution became patently obvious, so much so that the State Librarian needed no persuasion, just a plan to implement.
The two staff who did the book pulling and collection management will now be the duplicators performing all steps of the duplicating process.  Specifically, one is a Library Technical Assistant and the other is a Library Aide.  We'll also employ our shipping/receiving person, a Storekeeper Assistant, in DoD activities.  The DoD tasks are well within their standard job descriptions thus there'll be no issues with job classifications or the unions.  We'll also have volunteers participate as available.         
Regarding patrons, we do not plan on doing anything more than making an announcement in our quarterly newsletter, which we already did.  With instructions provided with each cartridge, there's no better way of informing each and every patron.  
Our implementation will be focused on our ability to produce the cartridges efficiently and in sufficient quantity.  Once our work flow is established, tested, and the staff proficient, we will go to 100% duplication-on-demand.  We need to do this as soon as possible.  To do otherwise would be to forsake all of the benefits of Gutenberg and completely defeat the purpose of transitioning to Gutenberg.  Running both the physical DB distribution method and Gutenberg simultaneously is unworkable and deleterious to our staff's well being.  
The future is online and in the cloud.  NLS is making great strides in adopting state-of-the-art technology to vastly improve patron access to materials.  Duplication-on-Demand is a part of that process and will significantly help patron access to materials most would otherwise not get.  Only 15% of our patrons use BARD.  And lastly, all of this is possible for us only because we migrated to WebREADS last year.  In that sense, WebREADS is the springboard to the future.   

