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The cornerstone of the SUNYConnect library management system implementation
is the development of a SUNY-wide union catalog with ancillary services for
universal borrowing, document delivery and shared
authorities. The campus-specific ALEPH implementations
provide the infrastructure that will more easily support the
services of the SUNY-wide components. Progress on
building the union catalog and related services is taking a
parallel track to the campus-specific implementations of ALEPH500. However, the
number of campus-specific implementations and the amount of work involved in
these migrations has significantly influenced the amount of staff resources that Ex

Libris and OLIS can apply to both the
SUNY-wide and campus-specific
components of the SUNYConnect
ALEPH project. As a result, the SUNY-
wide components are developing more

slowly than originally planned. On the positive side, consistent progress is being
made at the level of the campus-specific implementations and a substantial ALEPH
knowledge base is developing across SUNY as well as within the Office of Library
and Information Services (OLIS).

As of July 2002 there were twelve SUNY campuses in production on the
ALEPH500 software. They are made up of the "Pilots" and "Group2" campus
implementers. The current "Group3" campuses began the migration process in
August 2002. Building on the experiences of the earlier implementations the OLIS
has been developing processes, in conjunction with Ex Libris, to better define and
coordinate the primary migration activities. It is anticipated that close to 40 more
campuses will migrate to ALEPH500 as defined in a schedule that extends to the
end of 2005.

The basic steps of a campus-specific implementation are summarized here with
information about services established to facilitate the migration process.
Information regarding expectations for the work to be done by Ex Libris, campus,
or OLIS staff is also included.

Pre-Implementation Considerations
OLIS has distributed documentation to library administrators outlining major areas
for consideration related to budgeting, desktop computer requirements, networking,
impact on staffing, data extraction, data conversion, and ALEPH500 training. The
library director and campus president at each SUNYConnect campus must sign a
memorandum of understanding outlining expectations regarding campus
participation before moving forward with the project. Anticipated roles and
responsibilities of campus library project management and implementation staff are
provided to help ensure a successful migration process at each site. Information on
access to ALEPH documentation has also been provided.

Implementation Process Basics
Each campus is asked to identify a campus project leader and backup prior to the
initial meetings. A major responsibility of these individuals is to be the
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representatives from the campus to OLIS and Ex Libris. This ensures that each
campus speaks with a unified voice yet does not preclude significant staff
involvement in the implementation at the campus level.

An Ex Libris Implementation Librarian is assigned to each campus and works
closely with the campus project leader/backup throughout the migration process. A
liaison from the OLIS is also assigned to each campus to help monitor progress of
the site implementation, assist in setting priorities, aid in overcoming obstacles and
facilitate communication among the campus, Ex Libris and OLIS.

The SUNYConnect Advisory Council-approved implementation schedule groups
campuses regionally to facilitate shared training and project management activities.
Each group shares a common project email list sponsored by Ex Libris. The list is
used by designated campus staff, Ex Libris, and OLIS to post questions and
responses related to the migration process and data conversion. A SUNY (and
CUNY) only email list comprised of representatives from campuses in production
and those in implementation is also available to share general questions and
comments about the ALEPH500 system that are not specifically related to the
implementation process.

Implementation Kickoff Meetings
Initial implementation meetings provide campuses with an overview of the project,
the opportunity to meet their Ex Libris and OLIS colleagues, and to provide the
direction necessary for them to start work on their data mapping requirements. A
campus implementation plan
developed by OLIS is provided to
each campus. The plan includes
campus-specific dates for training,
data loads, due dates for load
analysis reports, and "switch to
production" (STP) dates. The
purpose of the plan is to provide
guidance and focus for the
campus, Ex Libris and OLIS on
the activities that need to be done
within particular timeframes throughout the implementation process. A seven-
month implementation timeframe is the general amount designated for each
campus. The University Centers yet to migrate will likely, however, schedule a
year-long process.

Data Extraction and Analysis
Campuses are responsible for pulling data out of their current library systems in a
format that Ex Libris can use to map into ALEPH. The OLIS provides this service
for the Multilis campuses. Sites with other library systems must determine what
record types they want migrated to ALEPH and how they can extract the data from
their current system. Campuses may also have other types of data in systems such
as BibBase or other 3rd party applications that they may want to migrate into
ALEPH.

The OLIS has developed standard worksheets to assist Multilis campuses in
identifying data needs for migration to ALEPH. Sites with other library systems
will work closely with Ex Libris staff to determine their specific data needs. All
campuses must work with OLIS to ensure that SUNY-wide standards are followed
for specific data formatting and for the use of standard codes and conventions that
are required for the SUNYConnect consortial components. Ex Libris worksheets are
used to report conversion problems and become the basis for ongoing review of
additional data loads. The OLIS staff is available to assist and advice all campus
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staff in the evaluation of converted data.

Preparing the Server Environment
With the exception of the University Centers, campus data are housed on shared
"servers" that are currently located at two sites within SUNY. The site at the SUNY
Oswego maintains nine of the campuses that are in production. A second site at the  
Information Technology Exchange Center (ITEC) at Buffalo State College provides
support for the Group3 campuses that are now in the implementation process. The
technology support includes configuration and maintenance (including backups) of
the Oracle and Unix components.

ITEC is building upon the work pioneered by the Oswego computing staff to
perform the tasks that must be done for each campus in order to prepare the ALEPH
environment for data loads. This "opening libraries" process consists of a series of
tasks related to the configuration of the Oracle, Unix, and ALEPH components.
These are activities that had been done by Ex Libris for some of the pilot
implementations and have now been taken over by SUNY.

The OLIS has expanded what is included in the configuration of ALEPH by
preparing a standard subset of ALEPH files that are applied to each campus as
"SUNY templates." The templates provide standard functionality for indexing and
the web OPAC. The templates also provide a limited amount of local customization
that is required before campuses can access their own data for review. This work
saves campuses time in the initial stages of the implementation by enabling staff to
focus specifically on data conversion analysis. The templates can be and have been
changed by campuses as they become more familiar with the ALEPH software and
develop the knowledge to make the desired updates.

Once ITEC and OLIS have completed their steps in the process, Ex Libris finalizes
the setup by performing modifications to ALEPH tables that impact the data
conversion specific to each campus. Data are available for campus review once
these processes, data loading and indexing are finished.

Training 
The OLIS staff is providing a significant amount of ALEPH500 training. OLIS has
re-designed training sessions for system librarian and web OPAC customization,
and has created new courses related to the overview of the ALEPH system and how
to review converted data. Training is scheduled throughout the implementation
process so that it is provided as needed. Training is done on a regional basis
employing a "train the trainer" model. Generally, representatives from 3 to 4
campuses participate in each session.

Campus-Specific Activities
The ALEPH500 system has been designed to enable libraries to establish the
software configuration that best suits the needs of their community. This flexibility
comes with a significant learning curve. Campus staff must build on the formal
ALEPH500 training by reviewing documentation provided by both Ex Libris and
OLIS, working with ALEPH tables that control desired functionality, and testing
functions of the software to make sure that required features are working properly.
Campus staff will focus considerable energy on this aspect of the implementation.
Library representatives are encouraged to schedule consultations, generally by
conference call, with individual Ex Libris and OLIS staff members to work through
specific configuration issues. OLIS provides a list of the major types of
implementation categories (i.e., PC client configuration, Web OPAC customization,
permissions, patron record loads, etc.) and the suggested available staff resources to
be contacted for consultations.
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Switch to Production (STP)
After evaluating test databases and completing campus-specific configuration
activities, the campus is ready to "switch to production" using the ALEPH500
system. STP occurs with the campus-approved data conversion and the subsequent
use of any ALEPH module implemented by the SUNYConnect library.
SUNYConnect policies require that minimally the Web OPAC, cataloging, and
circulation modules must be implemented. In general, it is recommended that all
modules in use in the current integrated system be implemented in ALEPH as part
of STP. However, it is recommended that campuses such as those in LAIP that have
never employed an integrated acquisitions system postpone implementation of that
module until sometime after STP.

Post STP Transition to Ex Libris Support Services
Campus representatives will continue to work with their Ex Libris counterparts for
approximately one month. During this period campus staff will document any
outstanding configuration issues. Onsite consultation support with Ex Libris or
other SUNY staff may be arranged as appropriate. At the end of this time period
any new problems will be sent directly to Ex Libris Support Services. Ex Libris
Implementation Librarians may continue to work with a campus for a short time
period to resolve any outstanding issues that were documented in the initial one-
month period.

The OLIS has tapped the growing ALEPH knowledge within SUNY by
coordinating workshops and consultation sessions involving SUNY libraries that
have had varying amounts of "production" experience with ALEPH. Plans are to
continue these types of review sessions.

In conclusion, the ALEPH500 implementation process is a significant undertaking
that can have considerable impact on library staff resources. The size of a campus
library staff is not necessarily the determining factor for a more successful
ALEPH500 implementation. Campuses with the best migration experiences,
regardless of size, share common traits:

positive staff attitudes;
organized and pragmatic approach to the implementation;
willingness to put aside other library initiatives in order to focus on the
migration;
solid administrative support from within the library and the campus.

The general consensus from sites using
ALEPH is that the benefits gained from the
system are well worth the effort and time
needed to implement the system. The
flexibility of ALEPH at the campus level
coupled with the capabilities of the SUNY-
wide consortial components will provide
powerful information access and retrieval
tools to the entire SUNY community.
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