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Defining and building a decision support system : outline


The context of a decision support project at the BnF


A decision support system : why and for whom ?


From the needs analysis to the choice of pilot projects


Two first topics : preservation and human resources


Planning and organisation


First conclusions
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The context of a decision support project at the BnF


The activities are well covered by the information system,
but the statistical aspect of the system (acquisitions, cataloguing …) is 
insufficient


An objective driven culture is developing,
but we lack a supporting tool


A growing need is expressed by expert users to bring together multi-sourced
information


The management wants to get meaningful reports, to better understand and plan 
the operation of a complex organisation


The library’s performance against pre-determined targets is monitored by the
french state
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The decision support system : main objectives


1. Provide performance indicators to assess compliance with strategic aims of the library
over time, thanks to :


alerts, tendencies, outcome measurement of results
operational indicators
output performance indicators
activities reports


2. Provide a tool to analyze the trends and therefore decide an appropriate action : e.g. 
complex analysis, forecast, simulations


3. Allow data and information from different computer applications to be compared


4. Allow simplified access to information


transparent information sharing
speeding up dissemination of information
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The users of the system 


There will be a great variety of users : managerial teams, administration
and finance managers, functional experts ...


We need to target users with different needs
We need to adapt usage to each category of users
4 big categories :


U3
Advanced analysis
Multidimensional


Ex: Experts and analysts
(strategy, administration)


U1
Simple searches


Ex: directors
department directors


U2
Advanced queries


Ex: Functional experts


U4
Simulation


Advanced statistics
Ex: Finance and human 


resources managers,
strategy


Pre-formatted reports
Performance indicators
Subscription reports


Tailor-made queries, on 
demand


Multidimensional navigation
Powerful analysis functions
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The decision support system : major elements


multiple sources – organized data –multi-user


U3
Advanced analysis /
Multidimensional


U1
Simple searches


U2
Advanced queries


U4
Simulation


Advanced statistics


IS Finance


IS Human
Resources


IS Front-
Office


IS Back-
Office


Data transformation


Data optimization


Data preparation


« Dataware house »


Reference tables


…


UsageIS BnF Decision support system
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Example of functional modeling
Purpose: to measure library attendance and to analyze characteristics of the attendees


Users Areas
Sex
Geographic 
origin
Age
Profession
etc.


Upper-level 
reading rooms


Lower-level 
reading rooms


Exhibition 
Halls


Hour


Day


Month


Year


Access control


Entrance


Exit


End result


One-day card


15 days card


annual card


etc...


Type ot library card


Date of purchase


End of validity


Renewal


etc...


Salle A


Salle B


…


Small gallery


Date


Reading rooms
Exhibition Halls


Reader’s card
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Why we chose a sequential planning process


1. To obtain a total vision of internal user needs and existing tools


2. To ensure we selected longlasting technology, adaptable to
upcoming requirements


3. To allow us to monitor project implementation area by area


4. To allow us to run a limited pilot project, highlighting major needs







2005-06-14 9


Bibliothèque
nationale
de France


Projet SIPIL


Major results of the needs analysis


The library has many functional domains and faces many demands, but progress 
towards improvement has been slow, not helped by the lack of common project 
management skills of staff involved


The demands of internal users are often common across functions :
high demand about data related to resources allocated,
need for measurement and analysis of the operations in different fields : acquisitions, 
cataloguing, preservation …


Priority should be given to back-office activities, because the existing information 
system and statistics favor the front-office


A lot of work is currently undertaken in the library to collatte information 
(follow-up of the operations ; indicators ; annual report …)
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Challenges facing the new system


Improve users satisfaction (on site and off site)


Optimize flows


Develop a demand driven acquisition policy


Improve the preservation of collections


Diversify and increase the cultural and commercial incomes


Optimize allocation of resources (human and financial)


Better communicate with partners (government bodies, other libraries)
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Deciding the scope of the pilot systems


Users interviews :
the present
the future


Taking into account
the existing reports


(performance indicators…)
Analysis of the information 


system, of data models,
of major reference tables


Stakes of the decision
support system


16 topics 
proposed


6  candidates for 
the first pilot system


Criteria
Topics
Targets
Sources


...


Preliminary
data modeling
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Criteria for choosing the pilot project


The « good » pilot project :
offers a strong added value (answer to a critical need)
is visible (services involved)
is representative


The choice of the BnF,
2 topics among 6 candidates for improvement :


1 Measuring document processing within the library
2 Measuring the volumes and processing of documents acquired
3
4 Measuring cataloguing activities 
5 Managing the preservation process
6 Managing resources allocations : human and financial


Measuring the documents coming through legal deposit
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The pilot system : the preservation process


1. Purposes :
Improve management of the different types of processing : binding, 
reproduction ...
Optimize operations (do better with the same resources)
Free up some resources in order to undertake new tasks (e.g. digitization)


2. Requirements : 
Follow-up back-office operations
Follow-up production costs (staff, equipments, subcontracting ... )


3. Outcomes :
Clear and insightful management information
Specific reports for professionnals in the services concerned, allowing them to 
monitor :


annual programming
volumes and the time spent at each step of the process
workshops (deadlines, quantities, stocks)







2005-06-14 14


Bibliothèque
nationale
de France


Projet SIPIL


The preservation process : some indicators


Monitoring the operations :
Quantities


number of documents processed at each step
number of documents processed internally and externally, by type of processing
the variance between the quantities processed and forecast 


Processing time
at each step
in total


Monitoring the production costs :


Subcontracting costs
Internal costs
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Example of consolidated reporting (1/2)
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Example of consolidated reporting (2/2)
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Example of output report (1/2)
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Example of output report (2/2)
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The pilot system : human resources


Purposes :
Supply departmental management with the human resources indicators required to
better manage their activity


Be aware of the level of operational resources, and monitor their evolution over a 
period of time
Identify the gap with respect to a reference situation
Select indicators allowing alerts on critical situations
Avoid duplicating local databases


The stated needs are of 3 types : 
Those linked to the ongoing monitoring of human resources data
Information about administrative files of staff members
Career planning information
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Structure of overall planning process


Livraison du Pilote
Début des travaux


Mise en place sujets P1
5-Piloter le processus de 
conservation
7- Piloter les moyens affectés


Mise en place sujets P1’
Piloter les entrées par acquisition
Mesurer le circuit du document
Piloter les entrées par dépôt légal 
Connaître le catalogue 
et mesurer les activités du catalogue


Mise en place sujets P2
8 - fréquentation et services rendus sur 
place et à distance
9 - circuit de communication
10 - événements culturels


SIAD Finance


Mise en place sujets P3
6 - reproduction
11 - gérer la relation avec les lecteurs/clients
12 - gérer la coopération avec les partenaires
13 - gérer les équipements et les prestations 


SIAD RH


SIAD Richelieu
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The organization 
and the resources allocated to the project


Human resources - organization
a steering committee : one meeting every 3 months during 3 years
a project team : 4 FTE
working groups with the users (~ 200 man-day )
consultancy (needs analysis) : ~ 140 man-day 
a subcontractor (to implement the six first topics of the system) ~ 580 man-day 


Financial resources
during 3 years
licences for decisional tools : 
a technical tool for data (ETL Datastage) + a report tool (Reportnet from Cognos)
consultancy
contract
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The new decision making project in the context of BnF


It reveals a certain form of the «management culture»


Management approach the project with differing degrees of involvment


It has to be adaptable, because needs evolve according to the use of the system


It is a new project with its own characteristics :
it has to be guided by user’s needs which implies a strong degree of consultation in the shaping
of the information presentation
there are also the more technical, but critical phases of data providing, modeling and storage
it presupposes an evolution of the I.T. staff in the library
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