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Hi!  This is me.  I’ve been at Mines 16 years.  Came on when we migrated from CARL 
to Voyager.  I’m the Systems Librarian.  They gave me a new title this last winter, but 
my job didn’t change and I’m still the Systems Librarian. 
 
One campus, one library.  About 20 full time Library staff.  5000 Undergrads.  1500 
Grads.  2000 total campus faculty and staff.  
 
I am not a cataloger!!!! 
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It is important to keep in mind what Alma’s strengths are.  Focusing on them is one 
way you can ensure success in your implementation.   
This is the model you are moving to and it should enter into most of your migration 
thinking and planning.  Service-rich, integrating, unifying, and eliminating redundancy 
and fragmentation.    
 
A uniform and consolidated environment 
Alma designed from ground up for eResources 
Offers new approaches to fulfillment, resource management, ILL, etc. 
It unifies metadata and services management 
It manages internal and external services all in one place 
It will influence the services you provide 
And should help eliminate wasteful or unnecessarily resource-intensive practices via 
the optimization of workflows (exception-based workflows) 
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Average time between migrations is 10 or 15 years.  In today’s fast-paced world, that 
is a long time! 
 
We’d become very un-unified.  Lots of disparate products.  A very complicated 
topography.  Lots of redundant work. Dark spreadsheets. Duplication of effort. 
Wasted time. Too many things to juggle. 
 
The Library and the tools we use grew far more complex since our last migration. 
 
The campus is asking for us to prove our relevance and our buy-in to the campus 
strategic plan. 
 
Anything not mapped as part of the P2E process will go into Alma as print and can't 
then be changed to electronic. It needs to be deleted and created anew as electronic.  
It needs to be right. 
 
The miracle of the test migration! 
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I’ll go into more details later, but mainly this is just an acknowledgement that you can 
do whatever you need to do in the time you have. 
 
You can make good use of this time to help ensure that you have a successful 
migration. 
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http://knowldege.exlibrisgroup.com has implementation guides, product 
documentation, knowledge articles, training. 
 
Alma documentation is updated monthly.  Don’t print it. 
 
Important for pre-implementation!  The Team Leads should start reviewing 
implementation and migration guides ASAP.  Especially important to identify things 
you don’t understand or which might be problems and begin working through them. 
 
“Getting Ready for Alma and Primo Implementation”  (YOUR BIBLE!) 
“Technical Requirements for Alma and Primo Implementation” 
“Alma Integrations with External Systems” 
“Electronic Resource Handling in Alma Migration” 
 
Don’t let Alma-L and DevNet overwhelm you at first.  Get familiar with them. 
 
And don’t forget your current ILS.  You may be doing a lot of work – report 
generation, data cleanup. 
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Getting Ready for Implementation. 
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Getting Ready for Implementation. 
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Get all involved identified and together ASAP.  Project Manager, functional experts, 
data experts, ! external IT/etc. 
 
Be clear on assigning roles and responsibilities.   Note that job responsibilities may 
need to be reduced for Team Leads and Local PM  
 
Set priorities/goals/scope.  Remember the bigger the scope, the more you test.  I also 
had a “Worry List”  
 
Figure out project communications: email? Blog? Wiki? What? 
 
Discuss potential show-stoppers early on.  What absolutely needs to be working at 
Go Live? 
 
Data Cleanup plan 
 
Implement UStat if you have not already*  
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We live in a time where we are all ADHD and expecting instant gratification.  
Remember this process takes time.  Use your pre-implementation period wisely.  
Things will only get crazier. 
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Business process automation can be used to streamline and simplify workflows 
(exception-based) where no human intervention is required 
External systems integration allows metadata teams to communicate directly with 
vendors, set up their own imports.   
No longer dependent on Systems.  They can make their own configurations and own 
decisions. 
Empowerment:  
e-book activation, set manipulation, importing metadata, creating Normalization 
rules (Norm rules are a good example!) 
“Term of Use” test tools that help circulation investigate issues on their own 
External systems integration lets front desk deal with user problems on their own 
Staff expand areas of responsibility 
eService submission expansion beyond Systems 
 
Staff move toward external focus (outside the Library) rather than tunnel-vision 
internal 
Allows the people who are the knowledge experts to control processes and 
configurations. 
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Always Ask: “Is this Migration Related?” 
 
Beware: Catalogers’ Pet Projects and stay focused! 
 
The sooner you start with data cleanup the better.  But remember data cleanup 
continues through to Cutover, and beyond! 
 
Much of this is Library dependent.  Maybe you have perfect data?  We sure didn’t. 
 
Evaluate, identify, plan and execute. Set deadlines and establish responsible parties. 
 
Define your scope!  The more you touch, the more you test! 
 
Use the Getting Ready for Implementation guide as your starting point.  
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Spend time on these things: 
 
-- Physical and electronic material types  
-- Organize electronic records by location or some other uniquely distinguishable 
manner 
-- Temp versus permanent location data 
-- Obsolete libraries, locations, item types and vendors 
-- Most importantly focus on e-resources to avoid duplication after migration 
 
SIMPLIFY: 
You’ll need to put your locations into no more than five location “types” 
You’ll need to put your patron groups into no more than four patron “categories” 
 
We went from five Voyager databases to one. 
We went from almost 100 Item Types to 20 (9 of them are Course Reserves) 
We went from 70 locations to 39 
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Missing from this was our dealing with multiple Voyager databases.  It became very 
clear that we should only migrate one database, not five! 
 
Delete all the patrons that you can. 
Incorrect or duplicate item barcodes 
Alma likes everything to be barcoded! 
Cleanup, consolidate, rename, and retire locations 
Cleanup Item Types/Material Types 
Make sure Holdings and Item locations sync. 
Remove local authority records. 
 

17 



We didn’t realize that for Primo display it is important for print materials to have item 
records. 
We didn’t realize that the use of the bindery module in Voyager could cause display 
issues in Primo. 
We’d fallen down on Lost Books processing.   
We didn’t do much in the way of ACQ cleanup.   
We did not understand the recommendation in the Implementation Guide to cleanup 
Enum/Chron 
We had lots of and lots of unbarcoded items. 
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Lots of integration is mandated by the unification of external and internal services 
(SIS, AD, EDI, OPAC via Primo, etc) 

 

You won’t have enough time to do it all so prioritize.   

 

Ex Libris will tell you what absolutely must be working.  

 

Read The Manual!   
 

20 



This is a great opportunity.  Use it wisely. 
 
If staff are not prepared via online trainings and working in the Sandbox, this will be a 
waste of time. 
 
I really believe as many staff should attend as possible.   
 
I really believe everyone who attends needs to have done the pertinent online 
trainings.   
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Implementation is such a frantic time, configuration decisions are taken and the 
effect of these is not well understood then – so the opportunity for a post-
implementation ‘business processes’ health check-up and review would be a valuable 
service that Ex Libris could market to customers. 
 
Staff commented that during the first six months of being live, it would have been 
useful to still have someone like John who could provide quick answers and advice for 
things that came to light as we moved through the year. Might have been helpful to 
have that option available, rather than needing to raise a case and communicate the 
question via email. 
 
We ran into a chicken/egg situation with workflows.  How can you plan to make 
changes to old system workflows when you’re not yet on the new system.  Practice 
trumps theory. 
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We had some serious issues including the management of Course Reserves, existence 
of overly complex workflows, and unwieldy processes involving what are called 
“Work Orders.”   
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In talking with our Ex Libris sales rep we learned about a new “Expert Optimization 
Service” for Alma.  We made a couple of phone calls.  It sounded like exactly what we 
needed.     
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First we needed to firm up the scope of the project, once we’d agreed to doing it.  We 
wanted to focus on Technical Services, especially Acquisitions, and Fulfillment. 
 
We wanted a three day Analysis session rather than the typical two because we knew 
we had fairly significant problems in all three areas: Acquisitions, Circulation and 
Cataloging. We didn’t think we could do it in the usual two days. 
 
For us this was a good decision.   
 
And it was important if not critical that all staff were involved and given adequate 
time to talk during the first session. 
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We have seen real results as an outcome of Expert Optimization.  Not just a plan for 
how to go forward but we implemented changes in services and workflows.  
 
For example, did we not only deal with Course Reserves issues, but improved and 
enhanced Course Reserves services.  We have implemented Shelf-Ready.  We made 
Alma printing much more effective.    
 
We’re still working on a few things…  And adding new things all the time: 
Implementation Never Ends! 
 
Ultimately this wasn’t only “recommendations” but “implementation and 
realization of recommendations” 
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“Could we go live tomorrow?” – helps to focus energies, activities.  A watershed 
when the answer became “YES!” 
 
 
In the end our adherence to the project plan ensured a successful migration. The 
process ran like a superb, well-oiled machine. 
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