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1. Introduction and Background

In May 2003 The National Library of New Zealand agreed to fund a Proof-of-Concept project to investigate the viability of collaborative purchasing of full-text electronic resources, with the view, to the consortium eventually being self-sustaining if successful. December 2003 saw the signing of the contracts between vendors and the National Library, and between the National Library and New Zealand libraries. 

Early in 2004, the PER:NA  (Purchasing Electronic Resources:  a National Approach) Steering Committee recommended that:

1 the name of the consortium be changed from PER:NA to EPIC, and 

2 a governance structure be set up for the first year of operation whereby the National Library of New Zealand acts as lead agency but that the strategic direction of the consortium is managed by a cross sector body, namely, the EPIC Governance Group (EGG). 

The EGG reviews the governance structure annually.  In December 2007 it was agreed that the present structure should remain.  The governance structure will be reviewed again before December 2008 with the view to making changes if appropriate. 

2. Name

The name of the consortium is EPIC. EPIC stands for Electronic Purchasing In Collaboration.

The name of the EPIC governance team is the EPIC Governance Group (EGG).

3. Purpose of the Consortium

EPIC is a non-profit consortium established to enhance access to e‑Resources for all members by negotiating and facilitating access to quality e‑Resources for library and information organisations and their customers. 

4. EPIC Governance 

The EGG guides the operation of the consortium and works to promote and stimulate the expansion of the consortium’s offerings to as wide a New Zealand library market as possible. It is responsible for the strategic direction of the consortium and for ensuring that the operations match the consortium’s stated purpose.
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5. EPIC Principles for decision making:

These principles guide the behaviours and decision-making processes of the consortium.  Members of the consortium will aim to:
· Work collaboratively

· Promote inclusion

· Achieve sustainability

· Expand access to information

· Exemplify a partnering approach with vendors and members: a collaborative approach

6. Membership of the EGG

6.1.  Membership

Individuals from a mix of libraries across New Zealand that ensure sectors are represented and a breadth of viewpoint is expressed.  Members are nominated by EPIC members in their sector to represent the interests of all EPIC members in that sector.  Members must represent a financial member of EPIC.  EGG has the ability to review membership of representatives in alignment with financial membership and the strategic direction of EPIC
6.2.  Sector representatives

The EGG shall comprise customer members from the following sectors.

	· Universities
	1 member

	· Wananga
	1 member

	· Large and Very Large Public Libraries
	1 member

	· Very Small, Small and Medium Public Libraries
	1 member

	· Polytechnics, Private Training Establishments and other non-university tertiary education organisations.
	1 member

	· Special Libraries (Law, Health, Government, Industry, Local authority, Charitable Trusts)
	2 members from different sub-sectors

	· Schools (all New Zealand registered schools)
	1 member 

	· School Services – National Library of New Zealand
	1 member

	· National Library of New Zealand
	1 member


6.3. Quorum
A quorum is required for a meeting to be held and for decision-making purposes.  Seven members are needed to constitute a quorum. Ideally all members will attend meetings, however, a nominated representative can stand in on occasions as agreed by the EGG Chair.  
6.4.  Term of Office

· A two-year term of appointment. 

· Rolling membership to ensure continuity of at least four members at any time.

6.5.  Process to Appoint Members in an Ongoing Manner

When members’ terms expire the EPIC Manager or the relevant EGG member shall communicate with the members in their sectors to seek nominations. The process for each sector is:

· Universities: the EPIC Manager or the current University representative on the EGG will consult with CONZUL Chair. 

· Wananga: the EPIC Manager or the current Wananga representative on the EGG will consult with each Wananga EPIC member by email.

· Large and Very Large Public Libraries: the EPIC Manager or the current Large and Very Large Public Library representative on the EGG will consult with each large and very Large Public Library consortium member by email.

· Very Small, Small & Medium public libraries: the EPIC Manager or the current Very Small, Small and Medium Public Library representative on the EGG will consult with each Very Small, Small and Medium Public Library consortium member by email.

· Polytechnics, Private Training Establishments (PTE) and other non-university tertiary education organisations:: the EPIC Manager or the current representative will consult with each Polytechnic, PTE and other non-university tertiary education organisation member by email.

· Services to Young New Zealanders: This role is permanently held by the Director, Services to Young New Zealanders at National Library of New Zealand.

· Schools (all New Zealand registered schools):  The EPIC Manager or the Schools' representative on the EGG will consult with the SLANZA  Executive.

· Special Libraries: the EPIC Manager or the current Special Library representative/s on the EGG will consult with each Special Library Member by email.

· National Library: the EPIC Manager’s line manager at the National Library of New Zealand permanently holds this role.

6.6. Voting Process
Where a sector has more than one nomination the EPIC Manager will run an online voting process to select the representative.  

· There must be one vote only per library member of EPIC

· Nominee with the most votes becomes the new representative

· Where there is a tied result the current EGG Chair shall cast the deciding vote

· If the vote involves the current EGG Chair he/she must nominate an Acting Chair prior to the commencement of the voting process.
6.7. Mid term replacements

If a representative resigns from the EGG before the end of their term they may nominate a replacement to complete their term.  In doing so the representative will consult with EPIC members in their sector.  If a resigning representative does not nominate a replacement to complete their term, the process used to organise a representative will be that outlined in 6.5-6.6.

6.8.  Proceedings:

The group shall:

· Elect a Chairperson, to be reviewed annually or as determined by the group

· Meet at intervals, a minimum of three meetings (face to face) per annum and others as required.

· Establish principles around confidentiality of documents and meeting records

· Have written agendas and minutes

· Follow a consensus approach to decision-making

· Be supported by the EPIC office

· Have travel costs covered by the EPIC administration budget.

Delegations: there may be some financial and Human Resources matters which are delegated to a sub-group of EGG. 

7. EPIC - Governance roles & responsibilities

The following table lists the responsibilities of the EPIC Governance Group, the Lead Agency and the EPIC Manager.

	EGG will:
	Lead Agency will:
	EPIC Manager will:

	1. Determine strategic direction


	
	1. Implement the strategic direction

· Manage the day-to-day operations of EPIC

· Support and advise EGG

· Research industry, political & international trends

	2.  Be accountable for these financial activities:

· Approve the budget

· Approve cost allocation models

· Develop a strategy to ensure long term financial sustainability 

· Commission an annual audit of accounts


	2.  Lead Agency will provide systems and processes to support the EPIC Manager:

· Pay approved invoices

· Produce financial reports for EGG

· Provide the mechanism to invoice EPIC member libraries

· Provide support for developing cost model and membership database

· Provide information as required by auditor


	2.  Manage the budget:

· Prepare draft budget

· Monitor Income and Expenditure

· Prepare and present reports

· Maintain the cost allocation models

· Approve invoices within delegation

· Comply with financial processes

· Report on debtors

· Provide information as required by auditor

	3. Approve the communications strategy & approve the annual report to members


	3. Assist with the delivery of the communications strategy
	3. Prepare the communications strategy & prepare the annual report to members.  

Implement the communication strategy



	4. Establish the Terms of Reference for working groups
	4. Contribute membership to the working groups
	4. Support and advise working groups

	5. Receive and make decisions on recommendations from working groups

Authorise Lead Agency to enter into contracts and comply with NLNZ processes and procedures
	5. Enter into contracts recommended by EGG provided the recommendations are accepted by NLNZ
	5. Manage contracts and relationships with vendors

	6. Relationship management
· Promote co-operation with groups that have similar objectives

· Actively promote & champion the consortium

· Continue the excellent working relationship with the lead agency

· Maintain open and positive working relationship with the EPIC Manager

· Build and maintain excellent working relationships with NZ libraries.

	6. Relationship management

· Continue the excellent working relationship with the EGG

· Maintain the contractual relationship with vendors and member libraries

· Maintain open and positive working relationship with the EPIC Manager

· Actively promote & champion the consortium

· Build and maintain excellent working relationships with NZ libraries

	6. Relationship management

· Maintain open and positive working relationship with the EGG and Lead Agency and its staff

· Maintain day-to-day relationship with vendors and member libraries

· Actively promote & champion the consortium

· Build and maintain excellent working relationships with NZ libraries.

· Promote co-operation with groups that have similar objectives

	7. Approve new members of EPIC
	
	7. Communicate and manage relationships with new members of EPIC

	8. Manage and resolve disputes related to EPIC
	
	8. Be the first contact and manage communications for disputes related to EPIC

	9. Involved with appointment of EPIC Manager

Set strategic priorities for the EPIC Manager
	9. Employs the EPIC Manager

NOTE:  For employment contract only while the Lead Agency exists.  Contract would need technical redundancy clause.  So if new entity set up person will need to be transferred across.
	


8. Related Documents
EPIC Governance Group Partnering Agreement

EPIC Governance Group Accountability Document

9. Working groups

  Working groups are convened as required, and are later disbanded:

· Negotiation Team

In addition, the EGG may convene working groups on an as-needed basis to address specific issues or for specific projects.
9.1. Negotiation Team roles

Roles and responsibilities:

1. Negotiate terms and conditions of the licence to recommend to EGG.

2. Recommend product licence and contract terms to the EGG.

3. Prepare and recommend a cost model.


Membership:

· At least three EGG members, no more than five

· Rolling membership to ensure continuity

· One member to have skills in cost modelling

· When a new product is to be negotiated, the membership of the group should be reviewed to ensure appropriate sector coverage.

· May co-opt others to assist with aspects of a negotiation

· Supported by the EPIC Manager

10. EPIC Portfolios

EPIC Portfolios have been created to provide assistance to the EPIC Manager in the designated areas of responsibility. EGG members will be expected to undertake portfolio responsibilities including, but not limited to, one of the following:

· EPIC Website:

Roles and responsibilities: 

· Review of EPIC website developments
· Provide guidance on the scope of, or access to, site content
· Updating the online EPIC toolkit
· Training:

Roles and responsibilities:
· Review of resources developed to support members in their management of EPIC resources, including training materials and the e-resource toolkit

· Review of evaluations of training initiatives

· Provide guidance on policy issues and EPIC member service levels
· Promotion, marketing and sponsorship:

Roles and responsibilities:

· Promote and champion EPIC’s value
· Review of initiatives in marketing of the consortium or its resources
· Suggest and promote initiatives that may attract sponsorship for EPIC’s activities
· Relationship management:

Roles and responsibilities:
· Liase with other agencies on issues of common interest 
· Representation of EPIC’s interests to other agencies
· Impact Evaluation:

Roles and responsibilities:

· Contribute to assessing the impact that having access to EPIC resources has on member libraries and New Zealand schools.

11. Definitions
In these Terms of Reference, unless the context otherwise requires:

Auditor means the auditor of the consortium finances

Aggregator: A publisher who makes a collection of e-Resources available to libraries as a package.  A package may consist of:

· electronic publications on a particular specialist subject area 

· electronic publications across a range of subject areas (multidisciplinary) 


Consortium: A grouping of mostly libraries formed to negotiate with suppliers.  The consortium provides suppliers with a wider customer base, including organisations that would not normally be able to afford their product, in exchange for a lower pricing arrangement for individual customers.

Electronic site licensing: in this consortium, the arrangement whereby a single contract is negotiated between an aggregator and the lead agency, rather than entering into a contract with each consortium member.  A site license specifies the conditions of access to the e-Resources.

e-Resource:  

An information resource accessed electronically. 

The e-Resource may provide: 

· access to electronic publications through a single user interface 

· searching and browsing functionality of the aggregated electronic publications


Lead Agency: 

The Lead Agency, the National Library of New Zealand, hosts the EPIC Office and has contractual relationships with the vendors and with member libraries.
12. Sunset clause 
Review of the Terms of Reference


The EGG will consider annually whether it needs to continue in existence and report to the Consortium members if, in its opinion, the Governance structure needs to change. If it considers that EGG should continue, the Terms of Reference will be reviewed and any required changes will be recommended to the Consortium members.

Schedule 1 – EPIC Governance Group Members 

	Sector
	Term
	Membership details as at August 2010

	Universities
	2 years
	Heather Jenks – University of Canterbury

(August 2004 – August 2006)

Re-elected for second term. 

(August 2006 – August 2008) 

Re-confirmed for third term: August 2008-August 2010

· Chair – August 2007 – August 2010
Margaret Ferguson – Victoria University of Wellington

(August 2010 – August 2012)

	Wananga
	2 years
	Adrienne Korach - Te Wananga o Aotearoa 

(August 2004 – April 2005)

Greg Marshall – Te Wananga o Aotearoa 

(May 2005 – August 2006)
Re-elected for second term. 

(August 2006 – August 2008)Resigned April 2007
Mereana Coleman – Te Whare Wananga o Awanuiarangi
(August 2007 – August 2009) Resigned June 2008

Marion Read – Interim representative, June-Sept 2008

Marie Waaka – Te Wananga o Raukawa, Otaki

(August 2008 – November 2010)

Maewa Kaihau - Te Wananga o Raukawa, Otaki

(November 2010 – August 2012)

	Polytechnics, Private Training Establishments and other non-university tertiary education organisations.
	Initial term of 3 years then 2 years
	Barbara Garriock – Manukau Institute of Technology (August 2004 – August 2007)

· Chair – August 2004 – August 2007
Marion Read – Bay of Plenty Polytechnic
(August 2007 – May 2009)

Heather Bradley – Whitireia Community Polytechnic

(May 2009 – August 2011)

	Large and very large Public Libraries
	Initial term of 3 years then 2 years
	Beverly Fletcher – Rodney Libraries

(August 2004 – August 2007)

Linda Geddes – Dunedin Public Libraries
(August 2007 –  August 2009)

Re-confirmed for 2nd term

(August 2009 – August 2011)

	Medium, small and very small Public Libraries
	2 years
	Lynne Walker – South Taranaki District Libraries

(August 2004 – August 2006)

Pene Walsh – HB Williams Memorial Library, Gisborne
(August 2006 – August 2008)

Re-elected for 2nd term

(August 2008-August 2010)

Re-elected for 3rd term

(August 2010-August 2012)

	Specials – 2 members from different sub-sectors
	1 member 2 years 

&

1 member initial term of 3 years then 2 years
	Initial 3 Year Term:
Moira Fraser – Parliamentary Library 

(August 2004 – March 2006)

Kat Turner – Institute of Chartered Accountants then NZ Nurses Organisation 

(April 2006 – Aug 2007)
Re-elected for 2nd term (August 2007 – August 2009)  Resigned July 2008

John Brooks – New Zealand Institute of Chartered Accountants

(August 2008 – August 2009)

Sharman Buckle - Te Papa – Te Aka Matua Library

(August 2010 – August 2013)
2 Year Term:

Barbara Wickenden – Waitemata District Health Board

(August 2004 – August 2006)

Janet Upton – New Zealand Treasury

(August 2006 – August 2008)

Re-elected for 2nd term 

(August 2008 – August 2010)

Re-elected for 3rd term

(August 2010 – August 2012)

· Chair – August 2010 - Current

	Schools (all New Zealand registered schools)
	Initial term of 3 years then 2 years
	Judi Hancock – Rangiruru School for Girls
(August 2004 – February 2006)

Adaire Hannah – Wellington High School

(March 2006 – June 2006)

Joyce Richards - Wellington Diocesan School for Girls (Nga Tawa) 

(July 2006 – August 2007)

Senga White – James Hargest High School

(August 2007 – August 2009)

Re-confirmed for 2nd term

(August 2009 – August 2011)

	Services to Young New Zealanders – National Library of New Zealand
	Initial term of 3 years then 2 years
	Geraldine Howell – Director, School Services

(August 2004 – August 2007)
Re-appointed for 2nd term: (August 2007 – August 2009)

August 2009 – permanent role tagged to Director SYNZ

	National Library of New Zealand
	Initial term of 3 years then 2 years
	Jenny McDonald – Manager, Customer Engagement
(August 2004 – August 2007)
Re-appointed for 2nd term: (August 2007 – August 2009)

August 2009 – permanent role tagged to EPIC Manager’s line manager at the National Library.


Schedule 2 – EPIC Portfolio Holders

	Portfolios
	Portfolio Holders as at August 2010

	EPIC Website
	Sharman Buckle

Margaret Ferguson

Pene Walsh

	Training
	Geraldine Howell

Jenny McDonald

Senga White

	Promotion, Marketing and Sponsorship
	Heather Bradley

Linda Geddes

Pene Walsh

	Relationship Management
	Geraldine Howell

Jenny McDonald

Janet Upton

	Impact Evaluation
	Geraldine Howell

Jenny McDonald

Senga White
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