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Introduction

The Readwell Library has selected Millennium from Innovative Interfaces, Inc.

(III) to replace the current ILS (integrated library system). In addition, Primo from Ex

Libris was selected as the discovery tool, i.e., the OPAC. The Selection Committee,

composed of the Heads of Acquisitions,  Cataloging, Circulation, Reference, and

Systems, as well as an editor, will oversee the implementation of the new systems.

There are two dates around which the implementation must be scheduled: the

start of the fiscal year on 1 July and the academic year on 1 September. We will begin

installing the new system in Fall 2010. It is our goal to have the new ILS and OPAC

completely functioning by the start of the 2011-2012 academic year on 1 September 2011

with the Acquisitions module functioning by 1 July for the start of the fiscal year.

Communication with the university community and with those outside the

university is an important part of the change to a new ILS. We will make this report

available on the Readwell Web site, make presentations of our plans to faculty and the

University administration, and send summaries of this report to faculty and

administrators. We will also have a broader communication initiative using social

networking. We will offer training for students, faculty, and university staff beginning

in the Fall semester 2011.

We recognize that the change to a new ILS will be confusing initially. The Library

staff will do all we can to make the transition smooth for all concerned.
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Timeline

Our general timeline  is presented below and in Appendix A; detailed timelines

will be presented by each department. All dates are approximate and will be adjusted

as needed.

• Systems will begin upgrading equipment in September 2010

• Reference will start usability tests for the OPAC in September 2010 to help design

the new interface and the new system will be in place by 1 August 2011.

• Cataloging will be migrated during October and November 2010; the new system

will be functioning by the start of the Spring semester in January 2011.

• Circulation will begin data migration 1 April 2011 and the new system will be

functioning by 1 June 2011.

• Acquisitions will start data migration at the end of April and be fully functional by

1 July 2011.

• ERMS (electronic resource management system) will be implemented after a

meeting of Department Heads in May 2011.

• Systems will undertake testing of the migration of data for each module

throughout the entire process.

Site Preparation

Innovative Interfaces and the Selection Committee will begin discussing the

hardware and software requirements immediately. We have decided to use an Oracle

database rather than the vendor’s proprietary database because of questions on the

ownership of data, especially financial information. The Systems Department will
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develop a plan and cost estimates for upgrades to the current database. This is also a

time to look at the general provision of workstations for staff and of terminals for

patrons. We anticipate that staff workstations will need to be upgraded for increased

memory and speed. We also anticipate greater use of the OPAC in the library and think

that this is an appropriate time to buy additional equipment to increase the number of

terminals available to patrons. Given the increased use of laptops by patrons, we think

that Readwell should make provision for WiFi at this time, allowing increased access to

library resources and enhancing ease of communication between patrons and librarians.

We also would like to see an upgrade to the electrical system in the library especially in

the provision of outlets available to patrons.

Communication

Effective communication within and without Utopia University is important for

a smooth transition to the new system, especially to the new OPAC. Internally, we will

use various means to inform the faculty and staff about the new system. The full report

will be sent to the Library Committee and posted on the Readwell Web site. A summary

will be sent to University Administration and to faculty. The focus of all our

communication will be three-fold: we will highlight the improved services that come

with the new system; that there will be minimal interruption in services, especially

access to materials, ordering, and cataloging; and that we will have training sessions for

faculty, staff and students.

We will make presentations to faculty at departmental meetings as well as to the

Faculty Senate. Student Teaching Assistants will be asked to attend the departmental

meetings for an introduction to the new ILS. We will also make presentations to the

University Administration. While the offices of the Registrar and the Bursar are
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particularly affected by the change in systems, we recognize that all staff are patrons;

we want them to feel comfortable using the library and hope to see increased staff use

of Readwell.

Beyond the plans outlined above, we intend to spread information about the new

ILS as much as possible through marketing and the use of various social networking

applications (e.g. Facebook, Twitter). The OPAC implementation plan will address the

specifics of the marketing campaign.

Each Library department will handle communication with the outside vendors

or organizations that are a normal part of the functioning of that department.

Clear communication with Innovative Interfaces is also crucial during and after

implementation. During the implementation of each module questions will be

channeled through the respective Department Head to the Innovative implementation

team. After implementation, we decided that all questions will first be brought to the

Systems Department; if they are not able resolve the issue, they will contact technical

support at Innovative Interfaces. Working with internal resources first before calling

technical support will encourage staff to become knowledgeable about the software and

save on costs.

Training

Training on each new module will occur as data is migrated and the

implementation date approaches. Innovative Interfaces has stated that they base their

training sessions on a three-by-three model – three days of training per week for three

weeks, with a break in between each session (Strohl). Each department will decide how

best to schedule these sessions; in most cases there will be two weeks of initial training
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during implementation and one week of follow-up training several weeks after

implementation.

Innovative Interfaces will conduct an initial training session of department heads

on 15 August to give them an idea of how the whole system will work. The full-time

library staff in each department will be trained on the new system as each module is

implemented; these plans will be discussed in detail within each departmental plan. We

expect that the full-time staff will undertake training of the part-time and student staff

once the system is fully functional.

We also plan to have a follow-up training session for the full-time staff of each

department some months after implementation of that module. This is necessary

because many questions will arise after the staff has had time to become more familiar

with the new systems. In addition, the follow-up sessions will give support to the staff

in the process of learning the new system  and reinforce the new procedures.

Staffing

Since we have had an ILS for the last seven years, we assume that the migration

to a new ILS will not necessitate any reduction in full-time staff. Although it is our goal

to retain the current staffing levels, we anticipate that some staff will be shifted to new

duties. The most obvious need to reassign staff will come in the Acquisitions

Department as a result of the move to EDI. Electronic invoicing will mean that fewer

staff will be needed for this task, making them available for other departments, such as

Reference. We will also need to assign staff to monitor the “Ask a Librarian” chat and

text messaging that will be a feature of the new OPAC. The Systems Department will

have an increased workload and may need to hire additional personnel. Student staff,

as is currently the case, will be hired as needed.
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With the introduction of a new ILS, professional staff will be able to undertake a

more organized effort to teach students how to use the resources of the library. This

could be accomplished in two ways. First, scheduling an introduction to the library

during one class period in each class for the 2010 – 2011 school year, the first year the

new system is in place; subsequently, these classes could be limited to classes taken by

freshmen. Secondly, as the new system results in greater efficiencies, professional staff

in the Reference Department can create and lead classes on research techniques and

have more time for individual coaching of students. Initially, during the 2010 – 2011

school year these classes would be designed for current students as well as incoming

freshmen; subsequently these classes may be aimed at incoming students only,

depending on evaluation of the classes. Given the importance of learning how to use

the library, we propose that these classes be required of all students the first academic

year the new system is in place and of all incoming students in following academic

years. These classes would, not coincidentally, remind students of the resources

available at Readwell and encourage greater use of the library.

Departmental Implementation Plans

Acquisitions

Installation of a new Acquisitions system involves not only the library staff, but

departments of the University and vendors outside the University. The Head of

Acquisitions will brief the Bursar’s Office and the vendors on the timetable for the

installation before the start of the process and will also discuss any changes in

procedures the new system entails. Preparation will also include staff training and the

establishment of budgets, vendor files and claiming patterns. Follow-up training will be
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scheduled after Acquisitions staff has been using the new system exclusively  for four

months.

Time Line

All dates are approximate and may change if they fall on weekends or holidays.

Activity Date
Communication (Bursar;
vendors; Acquisitions staff;
Ref Dept.)

15 August 2010 – ongoing

Basic Catalog training November 2010
Discuss FY11 budget with
Collection Development March 2011
Systems begin installation and
set-up 15 April 2011
GO LIVE
Run new module in parallel
with old

1 May 2011

Begin staff training 1 May 2011
Beginning of fiscal year. All
new AP & AP and FY11
budgets entered in new
module. All outstanding AP &
AR entered into old module

1 July 2011

FY10 wrapped up; sum total
amounts for each account in
new system

Mid-July 2011

Old module shut down 1 August 2011
Follow-up training for staff October 2011

Preparation

At the start of the process, Utopia’s Office of the Bursar will be informed that

library financial information will now be exchanged electronically with vendors, and

will be kept up to date with the timeline and any changes to the plan as they arise.

In addition, all vendors will be informed that Readwell’s ordering and invoicing

process will be changing due to new EDI capability, and they will be kept up to date on

any changes to the timeline. The new Acquisitions module will be customized with

individual EDI vendor files, claiming patterns for serials, budgets and fund accounts for
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the separate departments. Acquisitions and the Innovative Interfaces implementation

team will work with vendors during the implementation period to be sure that data for

each vendor file loads correctly on both systems. In addition, the  Acquisitions

Department will  work with vendors to ensure that purchase order numbers for each

serial title are aligned in both systems, and for claiming purposes, Acquisitions will also

obtain each vendor’s subscription identifier information (Feick and Packer 263).

Coordination with Collections Development is also important. In March or as

soon thereafter as possible,  the Acquisitions staff will establish the budget for FY11

based on information received from Collections on what the budget and what the

allocations for different departments will be, i.e., what amounts will be in the fund

accounts.

Migration

Acquisitions will work closely with the Systems Department before and during

the implementation phase, as Systems will have to do more than simple data migration.

We will designate a point person in the Acquisitions Department who will work in

tandem with Systems to ensure that the module is set up correctly with all of the

necessary information: budgets and fund accounts, claiming patterns, EDI vendor files,

and any other specifications needed  by the Department, such as a customized interface.

The Acquisitions Department will migrate historic order information and the contract

will include that as part of the cost of the implementation.

Training

Staff training will begin 1 May 2011, as the new system is implemented

and running parallel with the old system. Innovative Interfaces initial training will be

scheduled in the first two weeks of May, with three days of training in each week. The

first set of training days will be at the beginning of the first week, and the second set
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will be at the end of the next week. We made the decision to allow a bit of time between

the first and second training sessions in order to allow staff to deal with daily

departmental responsibilities and to work with the new system in order to benefit more

from the second training session. A third session will occur in October, after staff has

been using the system for a while.

Staffing

We anticipate that all full-time staff will be retained after the new system is

implemented. However, since we also expect that processes in the Acquisitions

Department, e.g., billing through EDI, will be more efficient, we anticipate that several

of the staff will be transferred to other departments. In all probability, the extra full-time

staff will move to the Reference Department. The staff will be retrained to work at the

Reference desk, allowing credentialed librarians in the Reference Department to take on

extra projects, such as the development of curriculum for library user instruction

sessions. On the other hand, the workflow will also be changing in other departments

and some Acquisitions staff may transfer to those departments.

In any case, we recognize that this change will be difficult for the staff. We will

make sure that all personnel are kept well-informed and given every opportunity to ask

questions.

Cataloging

The functionality of all modules of the ILS are based on the bibliographic records

in the system’s database. Therefore, the Selection Committee decided that the

Cataloging module should be the first to be installed and activated. The official Go Live

date for the new Cataloging module is 15 January 2011.
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Time Line

All dates are approximate and may change if they fall on weekends or holidays.

Activity Date
Preparation September 2010
Data Migration 1 October 2010
Testing 1 November 2010
Training Mid-November 2010
Parallel use of new module December 2010
GO LIVE 15 January 2011
Revising of data January 2011 – 1 September 2011
Follow-up training May or June 2011

Preparation

Since the 1800s, it has been a core value of librarianship that a library’s catalog

entries need consistency in order to best serve our users (Coyle “Library Data”). To

ensure the consistency of our records during this ILS transition, there are several steps

necessary to prepare for the installation of the Cataloging module which will be

undertaken during the month of September 2010. The first step is to spot-check our

current database to ensure that our records conform to the MARC standards for

Bibliographic, Holdings, and Authority records. We will also note any information

fields that may cause problems as we begin the data migration process. We expect the

mapping of our data into the new database will be fairly straight-forward, although we

are planning for the possibility that some of our local information fields and the more

complex content descriptions of some of our media resources may need to be

readdressed after the migration.

Additionally, we will select and identify a representative sample of our records

for post-migration testing. These records will be taken from across all library
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collections, e.g., Circulating, Reference, Periodicals, Microform, Media, E-resources, etc.;

they will include Bibliographic, Holdings, and Authority records; and they will range

from very complex (linking entries, multi-volume sets, local information, etc.) to very

basic records. A sample set of 25-50 records per collection will be sufficient to let us

know how well our data has mapped into the new database, and what steps we may

need to take to address any issues or adapt our procedures moving forward.

There are two ways to handle the data migration. We can choose to migrate these

records first, to tweak the new system before the bulk of our records are transferred.

Alternatively, we can migrate all of our data at once and use the pre-identified records

for post-migration testing. A decision on this will depend on the recommendation of

our Innovative Interfaces implementation team.

Communication is key in preparing for the installation. During the month of

September, we will meet with the OPAC staff as often as necessary to determine the

preferred configuration of our search indexes; we will communicate our decisions to

Innovative Interfaces, so that they can set up our indexes as a part of the data migration.

Any recommendations they provide on this matter will be included in our meetings

with the OPAC staff, and will inform our final decisions. We will also confirm the

details of our ILS migration with OCLC and alert them to the possibility that the

location codes of some of the data in our records may need to be altered, although we

expect such alterations to be minimal, if they occur at all.

Migration

The migration of our Catalog records will begin on 1 October 2010 in close

cooperation with Library Systems. We anticipate that it will take between three and

four weeks for the complete database to be transferred. All records, i.e., Bibliographic,

Holdings, and Authority files, will be migrated, including historical records of weeded
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and purged items. Given that we conform strictly to MARC standards, we expect the

migration to proceed smoothly. If there are problems with the data mapping in our new

system, they will most likely occur in our Holdings records and in our local information

fields. The set of sample records selected during our preparation phase will help to

identify and isolate any such issues.

We will continue to perform cataloging work during the data migration and

installation of our new module. We anticipate that departmental functions will slow

down during this period but we see no reason to put them hold completely. We will

need to communicate with members of the University faculty and library staff to make

them aware that there could be delays in processing records into the library catalog

during this time. All catalog records processed during the months of October and

November will be entered into the old system and marked. These records will be

migrated to the new database over Winter Break, after we have completed the

installation and testing of the new module.

Testing

Comprehensive testing of the new Cataloging module will begin no later than 1

November 2010. It may be that we can begin testing at the end of October. We anticipate

that this step will take between one and two weeks. We will confirm that our data has

mapped into the new system correctly and indentify which fields have not mapped

properly, if any. While we anticipate few significant problems, we are planning for the

possibility that we may need to undertake a project to re-enter and re-address some of

our data, particularly local information. This project would commence in January 2011,

after the Cataloging Department staff has been trained in the new module and had an

opportunity to become acclimated to it. We have until 1 September 2011, to complete

the project. During our testing period, we will also identify any changes and
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adaptations that may need to be made to our cataloging procedures based on the

configuration of the new database, and address these changes in detail. Finally, we will

work with the OPAC staff to confirm that the search indexes have been created

properly and make corrections as needed.

Training

Training the Cataloging Department staff on the new module is the most

important step in this process. Cataloging procedures are largely standardized across

systems, so we feel that two three-day sessions will suffice for initial training. These

sessions will take place in November, prior to the Thanksgiving holiday. All full-time

Cataloging Department staff will participate in these sessions. We strongly recommend

that Acquisitions Department staff take part in the Cataloging module training, as they

create the brief bibliographic records when they process new materials. Select

Cataloging Department staff will also participate in the Acquisitions module training in

the Spring of 2011.

The primary difference between the Cataloging module in Millennium and the

module in our old ILS is its global editing abilities. As has been noted, “any time you

store the same information in more than one place, you risk those separate versions of

the data falling out of synch” (Coyle “Changing”). Millennium’s global editing

functionality is well-equipped to address this challenge; however, while this feature of

Millennium will significantly increase our ability to efficiently make changes in our

database, it also presents the potential to do great damage if used incorrectly. Therefore,

it is essential that we emphasize these new global editing features during training. Staff

members from the Reference and Circulation Departments may want to participate in

this portion of the training, as they are in the best position to identify mistakes in our

records.
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The Cataloging Department will begin preliminary use of the new module for

processing records during December 2010. This will give us some weeks to get

acclimated to the new system, and to any new procedures, before our official module

Go Live date of 15 January 2011. If necessary, we will customize training documentation

for the Cataloging module to train part-time staff and new hires, and for ongoing staff

review. We will schedule a three-day follow-up training session in May or June 2011, to

address any questions, concerns, and issues we have identified after one full semester of

use.

Staffing

We do not anticipate any significant changes to the structure or staffing of the

Cataloging Department. The basic cataloging processes i.e., copy cataloging, editing and

deleting of records, and original cataloging, remain the same in nature and quantity,

and still require the same amount of staff to complete. While we do not anticipate that

the processes of original and copy cataloging will see any significant alterations, we do

believe that the new module will greatly increase our efficiency in making edits and

corrections to records in the database.

On the other hand, increased efficiency will give Cataloging staff an opportunity

to undertake a project the Library has recognized as necessary for some time.

The federated searching capability of our new discovery tool, Primo, opens up

the possibility of cooperative projects with other University departments and entities

that maintain collections of information resources independent of the Library. For

example, the University Archives acquire and process their own materials, generate

their own bibliographic records, and maintain their own database of holdings. If a user

performs a subject search on the library’s current OPAC, the results only display library

holdings and will not show any relevant materials that are in the Archives. To identify
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available archival materials, the user must search the Archives database separately;

usage records show that many of our students and faculty members are simply not

aware of the existence of this resource. With Primo, resources held by a variety of

University departments can appear along with library holdings in one central search

interface. Many of these departments do not have the necessary staff to format and

encode their records to make them fully searchable.

Such a project would be more manageable as a cooperative venture between

them and the Library Cataloging Department. The OPAC staff would need to be fully

involved, as well. It may be that other University departments and entities would not

want to take on the increased usage demands that could result if their resources are

made accessible through Primo. However, the potential for the integration of non-

library held resources into Primo search results does exist and we should actively

explore it once our new ILS is up and running successfully. We would also recommend

involving staff members from both Reference and Circulation in any such projects, as

they would bear the brunt of user inquiries as to where and how these non-library

resources can be accessed.

Circulation

Circulation data will be migrated in March of 2011 with training of staff to

follow. We anticipate that the migration of Circulation data and the training of staff will

be completed by 1 June 2011. This timetable is dependent on the migration of

Cataloging to the new system, due for completion by 15 January 2011, since Circulation

needs access to bibliographic data for testing and to become fully functional.

Time Line

All dates are approximate and may change if they fall on weekends or holidays.
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Activity Date
Preparation March 2011
Migration April 2011
Training 1 – 21 May 2011;  June 2011
GO LIVE 1 June 2011

Preparation

Preparation is critical in the Circulation migration, not only involving the data

but also coordination with other departments within Readwell and the University. The

Heads of Circulation and Cataloging will be in close communication during the

migration of cataloging data. The Head of Circulation and the Innovative Interfaces

implementation team will discuss the migration schedule with the Registrar’s Office,

the Alumni Office, the Bursar’s Office, and the University Personnel Office and make

sure that their data can be linked to our circulation records. Specifically, we will need a

list of all new students, current faculty, staff and of alumni as well as any outstanding

bills or fines related to the library. This data is necessary to establish the level of

privileges for each patron. It is particularly important that students with outstanding

library fines or fees be notified that they will not graduate or receive a transcript until

the accounts are settled. If any overdue, late or billed items are attached to any patron’s

file, and we cannot contact that person, the Registrar’s and the Bursar’s Offices will

have the library’s bill attached to their records in a note field. Library fines and fees for

University staff will be handled by the University Personnel Department.

Migration

The next step is for the Circulation Department to prepare its data for migration,

starting on 15 March 2011. There will be a four to six week window for data migration

to the new Millennium system. We will migrate our patron records, i.e., names,
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addresses, phones numbers, barcodes, expiration dates, dates of birth, level of

privileges, note fields, and any special links that we have established. The Circulation

data migration also includes fines, holds, reserves, billed items, and Check In and

Check Out information. We will also be migrating our historical data as well as current

data and this will be negotiated as part of the contract with Innovative Interfaces.

Testing

The Circulation and Systems Departments and the implementation team from

Innovative Interfaces will be reviewing, tweaking, and testing to make sure the

mapping of all the records and items was done correctly.

We will test the various circulation functions: renewals, Interlibrary Loan, grace

periods, holds, blocks, etc. In addition, we will test that Check Out parameters, i.e.,

levels of privileges, have transferred correctly for patrons.

Training

The backbone to both an efficient implementation of the system, as well as future

system operation, is a skilled staff. It is important to have structured training sessions

for all staff, supported by training documentation for ongoing support. The initial

training of the full-time staff will be from Innovative Interfaces. Innovative Interfaces

will train full-time staff who will become the in-house trainers for the student staff.

Based on a review of the experiences at Berkley University, Thornton Public Library,

and Oak Park Public Library with a  migration to Millennium, we learned that it is

important to train the staff during the migration process. Systems will set up a test

server to hold some Circulation records so that staff can practice basic functions, e.g.,

searching,  inputting new patron records, creating new library cards, and requesting

items. By using a test server, staff can feel free to work with the records without the risk

of corrupting actual patron records.



Readwell Library ILS Implementation Plan Group 3 – 18

Training after migration will take place from 1 – 21 May 2011. The training

schedule will be three days of training each week, to prevent process overload and to

allow time for practice. We will have a follow-up training session after the launch of the

new module, to answer any questions, concerns, and to listen to any feedback from staff

after they have been working with the system. This will be a half or full day session,

depending on departmental needs and will be scheduled at the end of July 2011. The

proposed schedule for the training is:

Date Activity
May 2011
Week 1 Issuance of new card and bar codes.

May 2011
Week 2

• Check In and Check Out procedures,
log-in

• Authorization codes
• Placing, changing, and modifying

holds on items

May 2011
Week 3

• Fines, billing, replacement cost for lost
or damaged items

• Training also needs to include
everything that runs in the background

• Renewals, ILL, grace periods, holds,
loan periods, and cancelations

July 2011 Follow-up training

Staffing

We do not anticipate that the migration to a new ILS will necessitate any

reduction in full-time staff.  The need for part-time and student staff will be evaluated

once the new system is completely functional.

Reference

A library’s discovery tool is the patron’s portal into the library. They expect to be

able to retrieve information from the library’s holdings and beyond quickly and easily.

The Readwell Library Selection Committee chose Primo as the new front-end because it
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will enable patrons to retrieve information faster, interact with one another, and

participate in the library community more than is possible with the current system.

With the installation of our new OPAC, Ask Sir Thomas More (See Appendix B), users

will immediately see a sleeker interface that is easier to use, as well as powerful tools for

advanced searching. Implementation will take place over a 12 month period.

Time Line

All dates are approximate and may change if they fall on weekends or holidays.

Activity Date
III & Dept. Heads Meeting 15 August 2010
Usability Testing 1 September. – 15 December 2010
Social Marketing 1 October 2010 –1 August 2011
Training 1 March – 21 March 2011
Develop Student Workshops 1 June – 15 July 2011
GO LIVE 1 August 2011

Usability Testing

The most important reason for installing a new discovery tool is to make

searching easy for patrons and usability testing is key to learning what makes searching

easy for patrons. A variety of tests will be used to study different areas of the OPAC.

Three different types of tests which should be administered are: proctored focus

groups, e-mailed surveys, and volunteer online beta testing.

Proctored focus groups

These should be the first type of tests administered to a sample group of likely patrons

(students, faculty and community members). Participants will be asked to use the new

OPAC and simultaneously discuss the experience with the proctor. This technique is

called “verbal protocol” and it allows the proctor to find out immediately why users are

clicking certain things and whether they can find what they are looking for. Any flaws
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in the OPAC will be found with this technique and new global ideas suggested, such as

labels and page names. (Chisnell)

E-mailed surveys

A second test, following the focus groups, is sending e-mails to a randomly selected

sample group of students asking them to use the beta OPAC and submit surveys

reporting on their experiences. The answers to the survey questions will give the OPAC

designers information to use to make the interface user-friendly. The survey is still

being developed, but questions will cover such topics as the approximate time it took

the user to find something, and whether the user would use the OPAC again. The e-

mails must stress the importance of user input for the development of the OPAC. We

will not try to convince the sample group to complete the survey by advertising a raffle

or prize as this may result in poor survey results.

Volunteer online beta testing

This is the last type of usability testing to be completed before the OPAC launch.

This test will make the beta OPAC available to the public, meaning that the interface

will be as close to the final version as possible. On the front page of the current OPAC

both a button at the top of the page and a link elsewhere on the page will allow users to

try out the beta OPAC. All the beta OPAC pages will have a link to a form that users

can fill out to comment on their experience with the new OPAC.

Social Media

Use of what is called social media means not only embedding links to

applications such as Twitter and Facebook or enabling a chat window on the OPAC, but

also the marketing that can take place through those media. These social media tools are

a marketing avenue through which the library can engage patrons. For example, we can

let them know about requests for holds or interlibrary loan materials, as well as
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publicize events and exhibits at the library. Accounts will established through Twitter,

Facebook, and chat and will be ready to be implemented for the launch of the new

OPAC.

Twitter

Patrons can “follow” Readwell’s Twitter feed to learn about events, exhibits, and

other activities at the library. Twitter is a “micro-blogging” platform where users can

use a maximum of 140 characters to write a message. Blog posts written on the Library’s

blog or pictures posted to Flickr can also be linked to Twitter, further extending the

Library’s ability to connect with patrons.

 Facebook

With 500 million users, Facebook has become a major social networking tool. A

link to the site on our OPAC will allow everyone in the university community who uses

Facebook to connect to the library and see updates on their own feeds. Users can post

feedback, pictures, “like” certain things, and show their support. The library can also

use Facebook to spread information about events and activities such as new

acquisitions, an exhibit, or a workshop.

 Chat

Chat is an application used more as a reference tool than a marketing tool, but

serves as one more way to reach patrons and increase user satisfaction. Many libraries

must  download AOL Instant Messenger or meebo onto their Reference computers, but

Primo allows for chat to be embedded into the OPAC, giving Reference librarians more

ability to answer questions remotely and in real time.

Training

Unlike other departments, training will need to be arranged for patrons as well

as staff. Ex Libris will come in to conduct training on the Primo front end for as many
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full-time staff as can attend; part-time staff will be trained by the full-time staff. We

think that all staff need to be trained on the OPAC because we feel that all staff should

be able to assist patrons if necessary.

Using the results from the usability tests, we hope to make the OPAC intuitive so

that a minimum of training is needed for the patrons. However, we do not expect the

patrons to fend for themselves and will have classes and one-on-one training sessions

covering basic searching and more advanced techniques, as well as new features such

as facets and tagging. During June and July 2011, we will create classes for entering

students and continue the existing arrangements with Freshman English teachers to

make presentations in classes on the new OPAC. We will also create handouts and

make them available in the library, close to the public computer terminals, as well as

post them on our Web site.

Staffing

With a much more advanced OPAC, and significantly more features, we

anticipate that the Reference librarians will have significantly more work. Updating and

monitoring Twitter and Facebook accounts takes time, and use of a chat application will

probably increase the number of reference questions. On the other hand, with the

installation of the new ILS, staff members in the Acquisitions Department may have less

work. Instead of laying off these staff members, we anticipate moving them to the

Reference Department. Professional librarians will be able to conduct Reference

interviews with patrons via chat, and paraprofessional and student workers will be able

to monitor social media as well as create blogs, tweet current events, and spread “viral”

messages on the internet.
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Systems

The Systems Department will be working with Innovative Interfaces and

ExLibris throughout the year to ensure a smooth transition from the legacy system to

Millennium and Primo. The Systems Librarian will be the primary liaison between the

various other departments and both vendors. Issues with system migration, data

migration, Millennium, Primo, or general technical issues will first go through Systems

before the vendors are consulted. This will require an intimate knowledge of every

module of the system as it is being set up. Systems personnel will be present at training

for all of the other modules, and will oversee and otherwise be intimately involved with

all tasks performed by the Innovative Interfaces implementation team, from the initial

installation, through data migration for each module, and any and all testing. The

successful migration from the legacy system to Millennium will be the number one

priority of the Systems Department until its completion, so other duties may suffer

during this process.

While there are always day to day technical issues that will have to be addressed,

there are a number of tasks that will need to be accomplished in order for migration to

move forward. As such, these tasks will be considered high priority and will be

completed at their respective deadlines.

Time Line

All dates are approximate and may change if they fall on weekends or holidays.

Activity Date
System infrastructure
upgrades

1 September 2010

ILS installation 1 October 2010
Data migration 1 November 2010 and 1 May 2011

Integration testing 1 January 2011; 1 June 2011; 1 July
2011; 1 August 2011; 1 September
2011
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2011

Infrastructure Upgrades

Utopia University has agreed to allow funds for upgrades of the IT systems of

Readwell Library. Throughout the negotiations with Innovative Interfaces, it became

clear that the systems of the library may be inadequate to accommodate what the

library would ultimately like the new ILS to accomplish. In coordination with

Innovative Interfaces, the Systems Department and the University Office of Information

Technology (OIT) will procure modern servers, staff computers, and public computers

to best take advantage of the advanced functionality that the Millennium ILS should

provide.

The system infrastructure upgrades will begin as soon as possible. The planned

launch date for this process to begin is 1 September 2010, but it will actually begin as

soon as the servers and computers arrive at the library to be installed. The target finish

date is 1 November for the complete upgrade of all systems, servers, and staff and

public computers. In an ideal world, the system upgrades would be planned for the

start or end of the semester to minimize the adverse effects of transition on faculty,

students, and library staff. With the planned ILS migration coming this year, this is the

most accommodating schedule possible.

The upgrades will be supervised by the Systems Librarian and completed by

Readwell Systems personnel. The Innovative Interfaces implementation team will

consult during the installation of additional servers that will house and maintain the

Millennium system, but the Systems Department would like the actual installation of

hardware to be completed by library personnel, if possible. This is to ensure conformity

with existing systems and increase the familiarity of library personnel with the new

hardware that will house the ILS.
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ILS Installation

The installation of the Millennium system is the lynchpin of the entire

implementation project. For this reason, the servers and any other infrastructure

required for the installation of Millennium will be set up first. This will begin as soon as

the equipment arrives to be installed, tentatively 1 September . Two weeks are allotted

to this process for initial set up and testing. This effort will be led by the Innovative

Interfaces implementation team in coordination with Systems personnel under the

supervision of the Systems Librarian. All other tasks will be postponed until this crucial

task is completed in mid-September.

The hardware installation will be led by library personnel to ensure that in house

staff have as much familiarity with the hardware as possible. The Innovative Interfaces

implementation team will make recommendations and assist when needed, but the

initiative will be led by library staff. The server will meet specifications discussed by the

Systems Librarian and Innovative Interfaces in terms of hardware capabilities and

operating system software in order to meet a 99% uptime target.

The Innovative Interfaces implementation team will take the lead in the

Millennium installation with assistance from Systems personnel. With all of Innovative

Interface's input in the selection and installation of the hardware, this should be a

smooth process. The Systems Librarian would like to see library personnel integrated

into Innovative Interface's implementation team to ensure that Systems personnel are

comfortable with the system from day one.

Innovative Interfaces has agreed to work with the library to install Millennium

with an Oracle database. This allows the library to have greater control over library data

including patron records, circulation records, and financial data, while enabling an

easier path to integration with the data systems of the rest of the University, such as
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financial and registration records. The database issue was seen by both Readwell

Library and Utopia University as crucial in the selection of Millennium. The Library

systems have been using Oracle databases for the legacy system, so Systems staff will

work closely with the implementation team from Innovative Interfaces create and set

permissions for all of the tables in the Oracle database.

After completing the installation of Millennium, but before the beginning of the

data migration for Cataloging, the implementation team and the Systems Department

will begin stress and load tests. These tests will be crucial in determining the adequacy

of the library systems infrastructure to accomplish the system migration. The

implementation team, with input from the Systems Librarian, will create dummy data

and write test cases that will tax the new server to its limits. Though the exact nature of

the testing has yet to be determined, the implementation team will spend all the

remaining time before the Cataloging Department's data migration performing these

tests.

Concurrent with the start of stress and load tests, the Systems Department will

also begin planning and executing security tests. The nature of the data that will pass

through the new system is extremely sensitive, and it is imperative that Millennium and

the Oracle database be able to withstand attack. This function will extend throughout

the year and become a regular function of the Systems Department.

Migration

The Systems Department will be fully immersed in data migration throughout

most of the year. Systems personnel will work closely with Innovative Interface's

implementation team to ensure that data gets passed correctly from the old system to

the new one to the specifications of each department head. The Systems Department's
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knowledge of the legacy system and the library's data will aid the implementation team

in extracting and transforming the data correctly and efficiently.

Integration Testing

Before each module goes live, the Systems Department, with the implementation

team from Innovative Interfaces, will perform a battery of integration tests. There are

three ultimate goals for integration testing:

• that data passes correctly between each individual module and the core databases;

•  that data passes correctly among all the individual modules; and

• that the Millennium system is seamlessly integrated with University systems

external to the library, such as those of the Bursar’s and Registrar’s Office.

A combination of white and black box testing will be used to ensure that data is tightly

integrated throughout the system.

The amount of integration testing for Cataloging will be limited because it will be

the first module to go live. The testing in this case will primarily test the links between

the Cataloging module and OCLC and other external sites that may depend on the

accuracy of cataloging records. After the data migration for the Circulation module,

testing will begin to determine if Circulation and Cataloging are tightly integrated. The

Circulation module will also provide the first opportunity to test Millennium's

integration with University systems, specifically Bursar and Registrar records. Every

module that follows will be tested in kind. Though the amount of testing will increase

with each module, as each module will have to be tested against every other module,

increased familiarity with the intricacies of the system over time will make the process

easier. Before the semester starts in September 2011, the Systems Department will

complete full system testing.
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Staffing

The Systems Department hopes to hire programmers and a System

Administrator to fully exploit the capabilities of the new system. With additional staff

and the aid of Innovative Interface's APIs and support staff, Systems personnel will

work with other department heads to create new and exciting tools to leverage the

social networking capabilities of Millennium and Primo, and bring the library to

students wherever they are.

Conclusion

While change is always difficult and the adjustment can leave all involved

feeling bewildered and confused, the installation of a new library system will benefit

the entire university community. The new system will make it easier to find materials

both within the library and from outside sources which will benefit students, faculty,

and university staff. In addition, increased efficiencies will enable library staff to engage

more fully with students of the university through classes in research and individual

coaching. The staff at Readwell Library will do everything we can to make the

transition to the new ILS as smooth as possible.
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