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How to Automate a Small Library
By Ellyssa Kroski

There are many challenges to overcome when taking on an automation project for a small library.  One is simply lack of experience with automation projects.  Staff size in such a library is often small and may consist of only a solo librarian.  Many times this will be the first and only automation project undertaken by the library staff.  Another hurdle is unfamiliarity with the automation industry.  There are over twenty ILS vendors on the market each with multiple products with numerous configurations to choose from.  Another difficulty may be the current state of the library’s records.  Oftentimes records in a small library are incomplete or may not even be in MARC format.  This article proposes to demystify the process of how to go about choosing an automation vendor that is right for your library’s needs.
Do Your Homework
There are many helpful resources for conducting preliminary research on library automation, including articles written with reference to library size and type.  In the bibliography section I list some of these articles.  In addition, some journals cover the topic of automation annually.  For example, every April, Library Journal produces an “Automated Systems Marketplace” article with vendor profiles.  In 2004, Computers in Libraries published an “ILS Software Update” which updated changes in the marketplace following its 2003 article series.  There have been many books written on the topic as well as online blogs, websites, and listservs.

Create a Project Plan

Following the preliminary research, the first step that should be taken is to outline the steps of the process.  In Appendix I, I have created a sample project plan, but you can tailor one according to your own needs.  Once you have outlined the plan, you can create a timeline with dates of individual goals and their deadlines.  This will help you keep on track and motivated to move forward.  (See Appendix II)

Establish a Planning Committee

Depending on the size of your organization, you may want to form a planning committee with key colleagues and staff.  Appropriate committee members may include key library personnel, a director of education/business principal, a high level technology person and other primary decision-makers in your organization.  You will want to hold occasional meetings with your committee to get everyone excited about library automation and instill them with confidence that you are the person to lead them through the process.  You may also want to form business, functional and technical subcommittees, largely to conduct requirements gathering which will be discussed later.
Gain Market Intelligence

Market intelligence should be gained at approximately the same time as or slightly before requirements gathering so that you have some idea of the possibilities with automation.  The way to do this is basically by researching and contacting the vendors.  There are approximately 25-30 main vendors in the industry, see appendix IV for a partial list.  After speaking with a few of these vendors, you will start to get an idea of how the systems are sold, the pricing models and the architecture choices.

This is the stage when you vet the vendors for preliminary price quotes, software features, etc.  Getting to know the automation industry can be a lengthy and complicated process, but it is necessary if you want to make an informed choice.  Here is some background information which should save you some time.

ILS Systems Overview

An integrated library system is made up of modules such as cataloging, circulation, acquisitions, etc. which share a common database and a common interface.  In many cases, there is only one entry point for the system and no need to enter, for example, the cataloging module and then the circulation module.  For a full definition of an ILS, see the glossary entry in Appendix III.

Although these modules are integrated in the system itself, they are most often sold separately.  Nearly all systems come with a Cataloging and a Circulation module.  Only a few include Acquisitions and Serials modules at no extra charge.  All systems come with Reporting capabilities, but these vary greatly in both the number of reports and the ability to create custom reports.  Some systems also offer an Inventorying feature.  In a typical client-server system the Web-based OPAC is an additional cost, whereas in an ASP solution it comes standard. (ASP & Client-server discussed below).  These are important questions to ask the vendor when you are quoted a price – what exactly are you getting?

System Architecture

There are now two types of automation systems available.  One is the traditional, client-server system in which the client, or software is purchased from the vendor and is installed on the library’s computer and all of the data is kept in the database on the library’s server.  The second is an ASP solution or an Application Service Provider solution.  Similar to an Internet Service Provider (ISP), the provider stores all of the data on their server and only the client, or software interface, is installed on the library’s computer.  In this case, the client is often a web browser.  The ASP provider takes care of all of the technical support.  For a full list of pros and cons, see Appendix V.

Pricing Models

Client-Server Systems

In a client-server model, the software license is purchased based on which modules are included in the system as well as the number of users.  An annual maintenance fee is also charged.  If the web OPAC is an additional cost with the software, there will also be an extra web maintenance fee.  These licenses are sold for either a Single user or a Multi-user network, dependent upon how many people will be accessing the system.  The Multi-user network is sometimes an extra cost and includes an unlimited number of users.  These products range anywhere from $5,000US to six figures.

ASP Systems

In an ASP system, the software is not purchased but leased along with the service that is being provided.  There is most often a startup fee as well as an annual subscription fee.  The price for the subscription is also based on the modules included in the system as well as the number of users.  Some vendors offer unlimited access to the web OPAC (or web seats), while others offer only a limited number of simultaneous users such as 4. This is very important to note when you are getting a quote, especially for a library which expects high volume traffic to their web OPAC. In the same way, the pricing of these systems depends on the number of staff users who will need access to the system simultaneously.  The ASP solution is often the choice with the lower initial cost.  The annual subscription rates in addition to startup costs can range anywhere from $365US to six figures.

Data Conversion

Depending on the state of your data, you may need data conversion services.  Your library records may not be in MARC format or may only contain a minimal amount of information in them.  Your records may not be in electronic format at all, in which case you would need retrospective conversion services.  Many vendors will convert your records for an additional fee, however, many are now suggesting using third-party conversion services such as Marcive or MarcLink.  Companies such as these will take your records and convert them to MARC format as well as enhance bare records with missing and extra information such as subject headings, etc.  They work closely with the selected automation vendor to format the records appropriately for their system. Your cataloging records are then formatted for and inserted into your new ILS upon delivery.  These companies can also provide Smart barcodes following the data conversion.  Smart barcodes have the title of the book or item printed on the barcode label to be affixed to the item.  That barcode number is automatically entered into the cataloging record in the new automation system.

Installation

Only a web browser or simple software interface is necessary with the ASP solutions. Some of the traditional client-server products are simple enough to be installed by the library customer while others are far too complex.  If installation is necessary or desired it is an extra cost of several thousand dollars.  

Training

Most vendors offer some form of training, however this is also an additional charge.  On-site training usually involves travel costs for the trainer while web-based training is offered by most vendors at a substantially lower cost.

Requirements Gathering 

The purpose of gathering requirements is to determine what your library’s need are, and what it “requires” of the software or ILS system.  The first step to gathering requirements for your library is to get to know it by developing a library profile with information such as collection size, material formats, estimated number of patrons, annual circulation, number of staff who will use the system, etc.

Functional Requirements

After the library profile is established, it would be recommended to develop use cases for the library’s existing functions which you may be considering automating.  If you have established a functional subcommittee, you could assign them this task.  You many find it helpful to have support staff members on the functional subcommittee, as they are most often aware of the processes already in place.  Use cases are simply workflow analysis documents which outline the steps needed to complete a task, i.e. checking out a book.  These can be created in list or narrative format, but should include not only the steps taken on the computer, but also any other steps, i.e. making photocopies of patron licenses, etc. 

The completed use cases will help you determine what the minimum functional requirements of the software should be.  The biggest mistake that could be made is that you automate the library and it cannot do at least what it was capable of doing before the automation!

Functional requirements deal with questions such as;  

· What functions to automate

· Cataloging, Circulation, Serials Management, Acquisitions, etc.

· Whether the software is compatible with MARC records

· Whether the software needs to be Z339.50 compliant

· Whether the software is OpenURL compliant

· Whether it has the ability to attach book jacket images for display in the OPAC.

In the best case scenario, one short meeting would be held with this subcommittee assigning use case work, and one meeting following the document analysis to discuss necessary functional requirements.

Technical Requirements

These requirements deal with the detailed technical considerations of the software or system.  They address questions such as;

· Mac or PC compatible?

· Traditional Client-server architecture or ASP?

· How many simultaneous staff users are necessary?

· How many workstations are required?

· How many simultaneous OPAC users are necessary?

One or two meetings of a technical subcommittee should suffice to iron out these requirements.

Business Requirements

The business requirements are the more global of the system requirements.  Many of these you will probably already be aware of before going into the business subcommittee meeting.  They may sometimes seem like they are infringing on the functional requirements, but they are more about what direction the organization would like to see the system going in.

Some examples of business requirement considerations are:

· Do we want a web-based OPAC?

· Do we want our patrons to be able to reserve their own items?

· What is the estimated size of the collection in the next 5 years & can the new system support that size?

· Will we ever want to create an image library?

· Will interlibrary loan ever develop?

Vendor Evaluation

At this point you should have a lot of information about the vendors in the industry.  You may wish to organize your market research that you’ve done on the vendors.  Detailed matrices can be produced using a spreadsheet program such as MS Excel for both client-server and ASP solutions.  If you haven’t already, you will want to start narrowing your choices to the proverbial “short list” of about five or six vendors.  The best way to do this is by comparing your requirements with your vendor matrices.  The most obvious factors will narrow the list by price, by architecture model (client-server vs. ASP), by platform (PC vs. Mac), etc.  The others will become apparent as you test the product demos.  If you discovered while gathering technical requirements, that your organization was leaning in the direction of either a client-server or an ASP model, you may want to create a separate matrix with a short list of only those model vendors who fit your budget range.
Test the Demos

Most automation vendors have a demo that you can browse and test which they will either send to you in the mail or allow you online access.  Those that do not will often have a demo available to show you via web conference.  It is incredibly important to use the demos to test cataloging, circulation and other functions which you will be automating.  You will discover that many of the products are very different to use than their marketing copy implies.  Before conducting demo testing, you may have a few leading products on your short list that appear very suitable for your library and whose companies each have very good histories and references.  However, after using their demos, you might discover that their systems are very difficult to use and their functionality is lacking.
Copy Cataloging and Z39.50

One of the more confusing aspects of library automation is the way in which the software systems conduct copy cataloging.  Ideally, a product will have Z39.50 capabilities which will allow the cataloger to search one or more library catalogs for relevant cataloging records and then download them into the system.  Many companies do not have this capability, or only have a variation of it.  It is quite difficult to obtain this information unless you know the right questions to ask.  With some of these systems, cataloging records must first be downloaded and saved as a text file and then imported into the system.  Additional formatting may also be necessary.  This is not an easy-to-use solution.  Other companies will tell you that they do have Z39.50 capabilities, but they actually use a third-party software to do it.  This is an extra cost for you to purchase that software and then pay an annual maintenance fee for it.  It is critical to pin down the vendor on this point and ask them to explain how their Z39.50 functionality actually works.
Hosting Environment

If you are contemplating an ASP solution, you should look into their hosting environment.  This would be where the server holding all of your library’s valuable data would be housed.  It should have redundancies, security, and climate control.  

Research Vendor Viability

In addition to library journals which review automation vendors and their systems, there are other ways to research vendor viability.  Company and financial information can be found in online databases such as Hoover’s and Gale Business & Company Resource Center.  The Gale database also offers information on company officers, and “Top 10” lists, such as the “World’s Top Automation Companies for Public, Academic, and Research Libraries in 2002”.

This information can be very valuable when gathering company background.  In example, you may find a listing of a vendor’s company officers which makes it apparent that the company is a family-owned business.  This is important in considering the company due to the fact that a small, family-owned company is great for quick, personalized customer service, however, one must be cautious when it comes to scalability.

A list of questions should be developed that you endeavor to answer about each company such as; how long have they been in the automation market, how long has the product been on the market, number of new name sales last year, etc.

Check References

Each vendor should provide you with at least 3 references consisting of customers who are currently using the product you are considering.  Some companies will provide you with a longer customer list.  Contact at least three of them.  You should create a list of reference questions which you ask each contact such as; how long have you been using the system, is there a lot of downtime, how quickly does their technical support department respond, etc.

Test Tech Support

Call tech support with a question you have about their system.  All but the smallest companies will give you a ticket number and someone will contact you about your question.  Keep track of how many hours and/or days this takes.  This is what you’ll have to put up with should you choose that vendor.

Create Vendor Evaluation Packets
You should now have you choices narrowed down to three or four vendors.  It is helpful to gather all of the information you have obtained on each vendor into an evaluation packet.  Each should contain a summary of their company information, their product marketing copy, their quote, a summary of their references and case studies and if relevant, their hosting environment information.  These packets will present a well-rounded profile of the top vendors for your committee’s perusal.  These final 3-4 vendors are the ones that are recommended to receive a copy of the RFP.
RFP
The Request for Proposals document is a valuable tool which can be used to determine the exact details of what is being offered by each vendor.  It is your opportunity to ask pointed questions about technical specifications, subsystem specifications such as details about specific modules, installation timeframes and post-implementation acceptance criteria.  

There are articles written on how to create an RFP from scratch, but more importantly, there are many RFP’s available online.  There is no need to re-invent the wheel.  After scanning through a few of these documents, choose a format which is right for your library’s needs and use several RFP’s to select relevant questions and re-write them for your specific library.  These documents tend to average about 60 pages, a small library should be able to address all relevant questions in around 30 pages.

RFP Responses Analysis

An analysis of the responses to the RFP should further narrow your list to two, or possibly even just one vendor.  One or more companies may not complete the RFP, although they expressed intent.  Some companies may not respond on time or in the requested format.  

It is important to notice if a section or sections of the RFP have been vaguely answered or avoided altogether.  This may hint at a weakness with the company.  A company which has taken the time to carefully answer your questions gives the impression of attentiveness in the future.  While those companies who provided one-word responses, omitted information, or submitted a sloppy response do not.  Consider the fact that if you’re too “small potatoes” for a sales proposal, what will the service be like if you have a technical problem?

Demonstrations of the top two systems should be arranged and conducted with the committee members.  A final vendor should then be selected.
Negotiate the Contract

Before informing the vendor that they have been selected you should attempt to negotiate both price and contract term.  Most software vendors are negotiable on their prices.

Some contract terms that you may want to negotiate include:

· An annual renewal clause as opposed to a multi-year commitment.

· The addition of a non-appropriation of funds clause which states that if your organization does not receive its funding earmarked for automation, the library is not bound by the contract.

· A clause which states that the vendor’s response to the RFP is binding and that deviation from the product specifications and services promised in that document can be considered cause for termination of the contract agreement.

If you don’t feel comfortable negotiating the contract yourself, you could make these recommendations to your legal department.

Develop a Budget
At this time, a final budget should be drafted which should include:

· Necessary Platform Hardware & Software

· ILS Software Product Costs

· Data Conversion Costs

Conclusion

Hopefully you will have used the process steps outlined in this article to help you make an informed decision about an automation system. You will have a plan in place for installation and training.  Your data will be converted or you will have made arrangements to transfer your records into your new system.  All of your library’s needs and requirements have been met by an ILS which you have personally tested.  Your vendor is financially stable and has excellent references.  Your contract has been mutually negotiated and all costs are within your budget.  
Appendix I: Process Outline 
I. Establish a Planning Committee

II. Gain Market Intelligence

a. Vet Vendors

b. Research the Market

c. Read Case Studies

III. Requirements Gathering

a. Create Library Profile

b. Develop Use Cases

c. Business Requirements

d. Functional Requirements

e. Technical Requirements

IV. Evaluate Vendors

a. Test Online Demos

b. Research Vendor Viability

c. Check References

d. Create “Short List”

V. Create RFP

a. Refine Requirements

b. Write & Distribute RFP to Top Vendors

VI. Select Vendor

a. Analyze RFP Responses

b. Conduct Interviews/Demos of Top 2 Vendors

c. Make Final Selection

VII. Negotiate Contract

a. Make Contract Recommendations

VIII. Draft Budget 
a. Include Hardware, Data Conversion, etc.

 Appendix II: Sample Timeline

[image: image1.jpg]Toskhmn

e

Crete aLaway Proe
= Business Roquirements
Dovesp s Roranerts
Rever wtnconntie
Rovee
= Functonat Requiements.
Deveo it Foremerts
Revi it conntee
= Techmics Roquirements
Devep s Reranerts
Reve wncomnsie
Ao
= G Market itligence
Vet v
= Evatute Vendors
Creste ottt veders
S

ey
oy
e
3ame
1sda
Sas
e
oams,
g
19dors
soare
o
Bdan
19daps
oy
Sams,
oas,
e
Tours
s
i
T0ders
Toders
Ty
t6dan
2007

T | St

Wesansos
Wesansor
Fasn7os
9o
90008
Truansos
Ve 101308
Vo 107004
90
10408
e 91308
Toe 92004
Tos 92008
Tue 108208
Tuo 01904

=

a4
Wesanse
Viesanse
Tuearic
Mon 104t
en 104
Tue 10820
s 103
Vo t0n8.
Mon tube
Ves1013C
Ve 1088
Tumazic
Tue ton20
M08
Tuet0n20
Tue119n
et

A —
278 o[ o7 I[oV 7 (T2 o €

Etabie a laeing Commitie
T Wckcoft an Commt
| Creste Subcommaces.

Requirements Gathering
3 Create affibraryProfie
gy Sfsiness Roquiements.

—Mjmsm

&

Functonat Requiemerts.
(Devlop il Requirements
Revise
<
Technict Requicements
evelop il Requiements
Review withcommitee

&

i vendor iy

e
513 s 116 30l 3BT




Appendix III: Glossary

Integrated Library System (ILS) – An ILS is made up of functional modules such as cataloging, acquisitions, circulation, serials management, OPAC, which all share a common bibliographic database.  In such a system, a book checked out during circulation would have a patron record attached to it and there would be no duplicate files.  At the user end, a patron could look up a book in the OPAC, view if it was checked out and when it was due back in the library.
Z39.50 – This is a transfer protocol designed for the interoperability of computer systems regardless of software and hardware differences.  In a library environment, the Z39.50 protocol allows the searching of different cataloging databases and the retrieval of records.

OpenURL – This is a protocol designed for the interoperability of resources and a link server or an article citation and the preferred copy of the article.  An example of a link server is the SFX server.

MARC - Machine Readable Cataloging record.  The MARC format is a standard for cataloging records where each element of the record has a 3 digit code.  This format is used to exchange records between computer systems.
Appendix IV: List of Automation Vendors

Autographics

800-776-6939

http://www4.auto-graphics.com

Bibliomondo

514-337-3000
http://www.bibliomondo.com
Book Systems, Inc.
800-219-6571

http://www.booksys.com

Caspr Library Systems, Inc.
800-852-2777

http://www.caspr.com

COMPanion Corp.

800-347-6439

http://www.goalexandria.com

Cuadra Associates, Inc.
800-366-1390

http://www.cuadra.com
CyberTools, Inc.
800-894-9206

http://www.cybertoolsforlibraries.com

Dynix 

800-288-8020

http://www.dynix.com

Endeavor Information Systems, Inc.
800-762-6300

http://www.endinfosys.com
EOS International
800-876-5484

http://www.eosintl.com

Ex Libris

877-527-1689

http://www.exlibris-usa.com

Follett Software Co.
800-323-3397

http://www.fsc.follett.com
Geac Computer Corp., Ltd.
508-871-6800

http://www.library.geac.com
Infovision Technology
800-849-1655

http://www.amlib.net

InMagic, Inc.
800-229-8398

http://www.inmagic.com

Innovative Interfaces, Inc.
510-655-6200

http://www.iii.com

Kelowna Software Ltd.
800-667-3634

http://www.l4u.com

Keystone Systems, Inc.
800-222-9711

http://www.klas.com

Mandarin Library Automation
800-426-7477

http://www.mlasolutions.com

OpenText 

800-499-6544

http://www.opentext.com

Sagebrush Corp.
800-533-5430

http://www.sagebrushcorp.com

SIRSI Corp.
800-917-4774

http://www.sirsi.com

Softlink America, Inc.
877-454-2725

http://www.softlinkamerica.com
Surpass Software

877-625-2657

http://www.surpasssoftware.com

TLC - The Library Corporation

800-325-7759

http://www.tlcdelivers.com
VTLS, Inc.
800-468-8857

http://www.vtls.com
Appendix V: ASP Pros and Cons

Pros
· Provider maintains infrastructure

· Provider maintains OS

· Provider has a redundant power supply and Internet connection

· Provider does software installation

· Provider does all data backups

· Provider does all upgrades

· Provider maintains database, so no need to run maintenance utilities

· Provider maintains all security; virus scans, intrusion detection, etc.

· Provider has 24-7 technical support resources

· Ability to access the system remotely

· Potentially fast solution for getting an automation system up

· Lower initial cost

Cons
· Data and systems “live” somewhere else so there is a dependence on vendor quality of customer service, health of the company, and reliability of their network systems.

· Must have reliable and possibly redundant ISP to connect to web-based data.

· Higher monthly fees
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