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Roles

	Role
	Responsibilities

	Project Manager\ILS Expert: Gem
	Administrative, organization, general project guidance along with expert information on ILS technical aspects (project coordinator)

	Project Sponsor: Janine Reid

 
	Authorizes funds for project, represents project to Board and other District Leadership (project owner).  Gives formality to the project by authorizing it as justified/needed.

	Technical Support: Mike 
	Infrastructure and server technical expertise and support. (as needed)

	Technical: Cameron Duff
	Makes sure that Acquisitions, Cataloging, Serials and Processing requirements are met.

	Manager: Charlene Parker
	Help address management concerns

	Member: Dianne Norgren
	Represent member library interests

	Collection Development: Cameron, Jamie
	Represents needs of collection development staff.  Represents data needs and integrity within the ILS.

	Patron Services: Elena Rosenfeld 

Support from: Sue Schmidt
	Provide feedback on both frontline staff and patron needs.

	Library Material Handler: 
Primary – Jody Hungenburg

Support From - Nicanor Diaz
	Represent LMS requirements

	Misc staff representatives
	Individual staff will be asked to join and meeting open for all to contribute/participate.   Note if focusing on subject will call in additional SMEs 

	Eric Ewing
	Coordination of staff training and competency testing 

	Kelli Johnson
	Coordinates public advertising for changes visible to the public

	Susan Staples
	Represent overall IT and support PM activities (backup PM)


NOTE:  communicate with board about meetings 
Decision Structure
1. Project Sponsor (project sponsor is responsible for obtaining Board and Director direction/support)
2. Project Team

3. Individual Resource Experts

Project Justification
· SirsiDynix has ended development of the Horizon product which will eventually require us to migrate to a different system.  It is a given that HPLP will have to migrate. Initial server cost was roughly $50k.  Overall IL S cost as an upgrade was approx $250k (upgrade/migration planning only). The cost of a new/different cost is estimated to range from $250k-$1M.
· The HPLD Horizon server will no longer be supported after approximately June 2010.   
· There currently is no formal end of life for Horizon. However, SirsiDynix states that once it is decided to no longer support this platform there will be two years until support is suspended.
· Every 3-4 years as part of due diligence HPLD will evaluate alternate ILS opportunities.
Comments: 

· No matter which ILS is selected, a customer will never be 100% satisfied. In the market today and for the foreseeable future, no single product offers everything.
· An estimated target life cycle for an ILS is 5-10 years.  Specifically, the impact in terms of cost, training and more drives a longer life cycle for the ILS.  Changing ILS products every few years is too costly.

· Decisions regarding an ILS will not be driven by individual location preferences but rather on the District operation standards.
· “Because I’m not a manager I want to do it right” – Gem Stone-Logan.  This quote just needs to be left in because it left all managers smiling.
Options Being Considered

1. Stay with existing vendor and follow their upgrade path
2. Implement different vendor’s solution

3. Decide to do nothing and commit funds to replace hardware…

Project Product
1. An agreed upon decision regarding go/no go for an ILS change

2. Implementation of agreed upon actions which may be the selection and implementation of a new ILS or the decision to hold and reassess at a later time and replace hardware in the interim.
Measures of Success 
1. To ensure stability, the District ILS system as a whole is within warranty.
2. Customer services are positively impacted by the project outcome. NOTE:  The public can be presented with information that depicts their money has been well spent.  NOTE: not every patron will be satisfied with a new system (telnet example).
3. The changes must result in a positive staffing, functionality or cost savings for the District.  

4. The composite of new functionality/enhancements in a new system warrants and justifies the change. Such enhancements may include:
a. An improved  OPAC –
i. Faceted searching

ii. Spell checking / thesaurus

iii. Relevancy ranking

iv. Clustered format 
b. Enhanced ability to manage and extract meaningful/useful data  (flexibility to manage)
5. The vendor of choice will demonstrate a commitment to partner with the customer through: 

a. Contractual inclusions that place the vendor   ‘at risk’ with their customer to ensure the customer (us) fully realizes the planned and advertised value of the vendor’s solution.

b. Strategically positioning the customer to provide and participate in forums that directly impact solution changes.  Specifically, joining a vendor user group is not sufficient.  As a customer, we should be able to be involved in vendor strategic planning that drives the future development of the product.

Project Milestones –
Milestones Per Project Plan
2008
1. 7.1.08 Sign off on all project materials

2. 7.22.08 Confirm interested partners

3. 9.24.08 Top 3-5 Vendors Determined

4. 12.11.08 Bidder’s Conference

2009

1. 1.30.09 Top 2-3 Finalists Identified

2. 7.13.09 Final vendor selection 
3. 9.8.09 Obtain final contract(s) and pricing

4. 10.8.2009 Contracts Signed
5. 10.8.2009 Initiate weekly implementation meetings
2010

1. 4.10.2010 Migrate to the new system 
2. 6.16.2010 Project close meeting/contract closure/product acceptance
Assumptions/Limitations
· The HPLD server  end of life can be extended till 2010 (initial EOL was 2009)
· A significant database upgrade will be required during the assessment project (consuming project resources…).beginning of 2009.  An upgrade from Sybase 12 to Sybase 15 (note there is no Sybase 13 or 14 because 13 is unlucky here and 14 is unlucky in China).
· Any changes will require a substantial financial investment.  An initial estimate is costs will range from 250,000 – $1M depending the system and required equipment. 
· Without appropriate need/value the District will likely not change vendors.
· An agreement/decision may be reached early on in the process due to the limited number of vendors that meet the required solution specifications and have an established installation base.
· HPLD does not want to be in a test position, rather, HPLD will implement established and proven solution (i.e. HPLD will not be among the first to install a vendor solution)

· Participants may end up selecting different options

· There are cost saving opportunities by bulk purchasing with other partners

· Throughout the process there will be new solutions that surface and that will require a ‘quick assessment.’
· Since Horizon is being sunset, a change (which requires significant retraining, etc) will happen.
· The final product selected will have a user base that has also migrated from Horizon to ensure data mapping processes have been completed successfully elsewhere.

· There will be assigned  section owners who  will be responsible for and contribute significantly for  portions of the project including in the areas of: 
· Defining needs and requirements

· Evaluation of potential vendors with in-depth review of modules applicable to their role

· Testing of final products

· Engagement in final vendor selection

· Lead trainers and coordinators for rolling out the product
· Workflow may have to adapt to the new system as opposed to the new system being changed to match District workflow.
· Example:  shared desk space
· District services (and thus the ils)  will need to support and  align with  self service and general service models including

· Self service

· Advertising, knowing the patron

· JIT services

· Point of need

· The solution cost structure will allow us to expand services as needed (locations, points of service, pop served, # items…keep cost structure in mind)

· The project budget will encompass all changes required as part of the ILS change (training, replacement of tangential systems, travel, research, etc.)
· ALL existing data will migrate successfully and remain intact and usable.
· Cutover to a new system will be done overnight.  No special closing time will be planned.
· A virtual machine (vm) instance will  be available for staff training 

· A new ILS will work with existing security (RFDI, etc) 

· The vendor will, at no additional cost,   support a night and or weekend/holiday migration.
	Overall Project Priority:

 FORMCHECKBOX 
High     FORMCHECKBOX 
Medium      FORMCHECKBOX 
Low


	Comments:


	Approved By: 
_____________________________


Project Manager :
_____________________________
Date: ____/____/______


Decision Criteria That Will Be Applied
· Cost 
· Initial migration costs and ongoing operational.
· Purchase
· Ongoing
· Training
· System Replacement
· Features 
· Floating collections

· Work with prospector style system

· Functional downtime system 
· Overall feature set (reference to attached feature list)

· Vendor reputation

· Demonstrated ability to deliver new components

· Demonstrated ability to, in a timely manner, provide stable upgrades

· Agility
· References (theirs and ours) and onsite experiences

· Vendor support

· Quality support

· Availability

· Responsiveness

· Compatibility with other systems 

· Uses standardized protocols

· Vendor stability (size, number employees, revenue)

· Vendor flexibility

· Ability to customize

· Number of comparable libraries  using the solution

· Organizational ‘fit’ with HPLP
· Pain to change
· Product design
· Standard development 

· Security measures

· Standard protocols

· ‘open’ approach

· Non proprietary database

· Supports crystal report and use by standard  SQL reporting tools
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