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Hi! Thisis 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.

| am not a cataloger!!!!



Agenda

* Laying the Groundwork
* Data Preparation
* What’s Next?
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Laying the Groundwork
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How is Alma different?

* Unification, Simplification, Consolidation

* New concepts, terminology, approaches

* The LMS influences if not determines Services
* Manages services, both internal and external

* Designed from the ground up for E-Resources

* Unified metadata and services management

* Exception-based workflows; think: automation

* Close working relationship between inventory
management, services, and discovery...
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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)



How is this migration different?

Because Alma is different

Your library is different
* Your campus is different

Ex Libris Project Management

P2E conversion

Test migration before final migration
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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!



What is pre-implementation?

* Depends on your library

* “Getting ready”
— Organizational setup
— Preparation of data
— Learning
— Grounding and preparation of staff
— Setting goals and expectations
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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.



What resources are available?

* http://Knowledge.Exlibrisgroup.Com
* Alma-L Listserv

* Developers Network

* Online Trainings

* Limited “live” help from Ex Libris

* Your current ILS

* ELUNA/IGELU Presentations
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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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Appendixes

The following appendixes provide some additional information to help you prepare for
your Alma and Primo implementation.

Appendix A - Fulfillment Simplification

When you prepare for your Alma and Primo implementation, it is important to develop
a simplified and maintainable physical fulfillment policy. As part of your
implementation, your fulfillment policy setup preferences are solicited based on the
best-practice recommendations of the Ex Libris Alma and Primo project teams.

While in your current ILS system, it is likely that the biggest drivers for fulfillment
policy are granular item-level tags (item status/item policy) and user group matrices. In
Alma and Primo, fulfillment policy is primarily driven by physical location and user
group. That is, the concept is that items are often grouped and shelved physically
together in locations which circulate similarly (open stacks for regular circulation,
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Getting Ready for Implementation.



later.

Appendix B - Optional Data Preparations

As you prepare for migration to Alma and Primo, Ex Libris recommends that your
institution take advantage of the opportunity to perform some data clean up. While
completely optional, undertaking some data clean-up efforts will improve the migration
process and provide the best possible outcome as you make the transition to Alma and
Primo.

The following are a number of recommendations that we have gathered during the past
several years. Not all of these cleanups must be done now — many can be done in Alma

* Bibliographic, holdings, and item data

Fix bibliographic records that do not have a 245/title

Clean up chronology and enumeration (item/issue description) for serials as
Alma uses these when sorting issue-level requests.

Identify links pointing to existing source systems that are migrated, so that they
can be removed or updated, if necessary.

Identify and delete duplicate Bibs.
Identify and re-barcode any duplicate or unintentionally empty item barcodes.

Consolidate multiple holding records for identical item copies for the same
location/call number.

Assign a value for empty collection/location for items/holdings, if applicable.
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Getting Ready for Implementation.
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Things you can do now

* Get your team(s) in place*

* Start reading the documentation

* Learning Center online trainings

* ELUNA/IGELU sites for presentations

* Evaluate workflows, practices...
 ...and core business functions/services
* Get data ready

* Set priorities/scope/goals, stay focused
s+ Ustat*
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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. | 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

tmplement UStatifyou-have notalready™
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Keep in mind

* |t takes time to understand new concepts
* Takes time to adjust to semantics changes
* Beware “I did it this way in Voyager”

* Adopt a solution-oriented, pragmatic
approach

* Scrutinize existing services, practices and
workflows; identify areas to improve
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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.



Realizing Full ROI of Alma

* Understand Alma’s business processes
* Use automation to streamline workflows:

¢ Implement exception-based workflows
e  Workflows managed from within the system
e Minimal human intervention needed

* Optimize via external systems integration

* Empower staff to be self-reliant, improve skills
and expand their focus
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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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Data Preparation

/

MINES
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Clean Your Data

* Keep focused on what is migration related
* Consult Implementation Guide Appendix B
* Use Alma-L

* Define your data scope: ILS, SFX, PCI, ERM
* How’s your patron data?

* Got missing/lost/stolen materials?

* Find “problem” areas like OTF/CR/P2E etc.
* Vendor cleanup

* http://hdl.handle.net/11124/17090 (My ELUNA
2015 presentation)
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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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What matters?

Locations and Location Types

Patron Groups and Group Types

Item/Material Types

P2E Preparation: separate Bibs
Print: Bib/MFHD/Item rec requirement
* Policy Simplification (Appendix A)
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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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What we did

* Reports! Lots of Reports!

* Duplicate barcodes/Duplicate OCLC

* Bibs with mixed print/electronic holdings

* Delete expired patrons/purge old fines

* Cleanup reserves

* SFX Duplicates

* Bad PO cleanup

* OTF cleanup

* Itemization (physical materials really need items)
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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.
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What we didn’t

* Missing item records

* Enum/Chron

* Lost Books

*« ACQ

* Reserves still a mess

* We didn’t ask enough questions

* Barcodes (we have many items without them)
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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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What’s Next?
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Third Party Integrations

* These will be a big deal

* Unification mandates lots of integrations

* Integrations will require collaborations

* You won’t have time to do it all — so prioritize

* What is critical? (Authentication, Patron Loads)
* What can wait? (Financial, ILLiad, EOD)

* Read “Alma Integrations with External Systems”
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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!
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Onsite Workshop

* Takes place after your test data load

* This is for you!

* You drive the agenda! You set the priorities!
* Make sure it covers what you want/need

* Have as many staff attend as possible

* But staff must be prepared via trainings!

* We paid for an extra day

* We focused on workflows and problem areas
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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.

| really believe as many staff should attend as possible.

| really believe everyone who attends needs to have done the pertinent online
trainings.



Implementation

* A frantic and stressful time
* Not enough bandwidth to “do it all”

* Configuration and other decisions made when
full impact not completely understood

* Hard to make significant changes to workflows
prior to Go Live

* We thought a post-implementation business
process “health checkup” would be a valuable
tool
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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
guestion 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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6 Months Post-Implementation

e Contentiousness between sections and
dissatisfaction with some aspects of Alma

* We self-identified a few major problems and a
lot of minor issues (Other problems would be
identified during Expert Optimization)

* The Director wanted us to optimize workflows
and processes as part of a “reorganization”

* Needed to revisit some migration decisions
* We all knew things could be “better”
* Who could help?
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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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Enter John Larson!
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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.



Expert Optimization Scope

* Focus on Technical Services and Fulfillment
* Analyze workflows
* |dentify problems, recommend solutions
— 3-Day Analysis Session
— Recommendations and Work Plan Report
— 2-Day Configuration and Training Session
— Final Summary Report with detailed
recommendations and execution plan
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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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The Results

* Implement YBP Shelf Ready

* Fix Work Orders; Eliminate In Transit; Simplify
“Desks” down to one

* Resolve Course Reserves Issues

* Resolve Alma Printing Problems

» Workflows for Missing Items, Archival Materials
* Streamline E-Resource workflows

* Implement new patron services
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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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Rules To Live By

Define your scope and goals early on

Beware the weeds (focus!)

Prioritize (you can’t do it all)

No migration is perfect

No data are perfect
Adhere to the plan & follow your ExL PM

{)COLORADO MINES

“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.



Thank you!

Check our Institutional Repository for this and
other presentations related to Alma:

https://dspace.library.colostate.edu/handle/111

24/20000
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