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[ Abstract )

As libraries’ needs and information services complicatedly evolve, more and
more libraries are eager to migrate from traditional Integrated Library Systems (ILS)
to the next generation of Library Services Platforms. Based on the differences of
library’s collection size, service objects, human resource, patrons and technology
infrastructure, the library management system migration process would be a huge
and complex project. Even though each migration process comes with challenges
that are unique to the library and systems involved, there are till some general
guidelines and strategies shared. This paper is a report of National Chengchi
University Libraries' experiences for migrating from Innovative Interfaces, Inc.’s
Millennium to Ex Libris Alma. Three stages of migration process (pre-migration,
test migration, and cutover) were introduced in chronological order. In conclusion,
we discussed the main tasks, key events, migration tools, problems, strategies and
suggestions, etc. These lessons and experiences will be recommended as references
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for those libraries planning to carry out cloud-base library service platform
migration.

Keywords
System migration, Library service platform, Cloud-based ILS, Academic
library

[ Summary ]

Since the use of the library automation system, Millennium, developed by
Innovative Interfaces, Inc. in 2005, National Chengchi University Libraries
(hereinafter referred to the Libraries) are encountering the dilemmas of the
original factory stopping the support and maintenance, the traditional
automation system not effectively managing several types of resources, and the
closed system lack of openness. For the innovation of the library system and the
provision of innovative cloud information service for all teachers and students
of the university, Alma of Ex Librisis eventually selected after the three-year
library system trend study and market product evaluation. The Libraries started
the system migration kick-off meeting on January 8th, 2019, to officially launch
the seven-month system migration plan. The Alma implementation in the
Libraries is explained with time sequence in this study, including key work
before migration, in the test period, and before officially going online as well
as the discussion and response to problems encountered in the migration process.
It is expected to help libraries with the same demand for system migration.

Training and the establishment of system migration task force are two
major preparations. It requires certain degree of basic understanding of the
functions and structure of the new system for system migration in order to
correctly judge the system mapping and plan the implementation details. To
offer sufficient time for the library staff contacting the new system in the future,
avoid the effect of being unfamiliar to the system on the business, and reduce
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the emotional stress in face of the new system, the Libraries apply for the trial
environment of the new system, plan the trial practice courses, and design
situated training. Furthermore, to avoid the restriction or loss of migration, the
system migration task force consists of the colleagues of the representatives in
circulation, periodical, catalog, acquisition, and electronic resource. The
colleagues responsible for stack management, reserved books, branch service,
and reader authentication are successively joined in, due to the division of
system functions and businesses, to completely take care of the data conversion
at each dimension and set testing.

Test load is the first stage of system migration. Although it aims to test
migration, the cut-over coverage and contents are completely simulated so asto
understand the effectiveness after data migration and the precious opportunities
for correction after the test. The first practical work isto fill in Migration Form,
Field Mapping Form, and Configuration Form. The definitions of fields would
affect the complete and correct migration of data, the presented effect on the
new system, and the accurate operation. Meanwhile, millions of records in the
Libraries go through different management policies in various periods that data
cleaning and old parameter code adjusting could simply the data structure to
better conform to the structural function of the new system for migration. Data
extraction is further preceded, where various types of records are extracted,
post-processed, verified, and submitted from Millennium. Finally, the
examination and verification of the test result relies on all staff examining the
correctness of data transferred to reduce errors and schedule in formal data
migration. The Libraries realize that well applying project management tools,
establishing smooth communication channels, being productive on migration
efficiency, and maintaining the technical support of the original system factory
could ensure the smoothness and compl eteness of data extraction.

Cut over is the second stage of system migration. Within the four months
from the acquisition of the formal environment in the test to going online, the
major tasks contain training from the firm in the Libraries, adjustment of system
parameter setting, continuous testing in the Libraries and preparation of new
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system work manuals, making announcement, as well as discovery system
interface and function discussion setting. For formal data extraction, the library
technical services and reader services would be frozen. The Libraries officially
switched from Millennium to Alma at 8:30am on August 1st, 2019, and Primo
VE on the reader end went online.

The migration of library automation systems is a complicated and huge
work, and the migration of cloud library service platform is more challenging.
First, the complicated third party system interface should be strictly handled.
Besides, in consideration of readers’ needs and use habits, the reader interface
of “Library Recommendation” and “E-resource Guide” in the original systems
are maintained, but allow automatic seamless connection of dataamong systems
to reduce the repetitive work of librarians maintaining different systems. Funds
are further set up for the system program revision project. The new system
presents the characteristics of customized flexibility and API application; and,
programming language commands are used for several settings on the
management end. The joining in of programming technicians could largely
enhance the work efficiency in theintroduction of the system aswell as develop
the uniqueness of customization effect. Other new issues include requirements
for reader authentication, large enhancement of network dependency, and cloud
system backup. Finally, the major test of the system migration lies in the
difference in the structure and function between old and new systems to result
in distinct effects on reader services, work procedure, or management policies.

In view of the practical experience in the introduction of Alma into the
Libraries, the following suggestions are proposed, covering input of proper
participants and technical skills, encouragement to the colleagues positive
attitudes towards the opportunities and challenges in the system migration,
objective and just discussions, search of best solutionsfor thelibraries’ benefits,
planning sufficient schedule for the earlier contact of the library staff with the
new system, design of situated training, and practice conforming to the practical
operation in the Libraries. Finally, a system would never be perfect,
understanding of the limitations of a new system, analyses of possible problems,
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implementation of risk management, and active advance practice would reduce
the system exchange risks down to the lowest for smoothly going online.
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