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The Alliance opted for an aggressive implementation of the shared ILS - 37
institutions migrating in waves over 24 months. To coordinate the migration and set
up a support structure, the following groups were set up:

- A Shared ILS Policy Committee, to resolve Alliance-wide issues

- A Shared ILS Implementation Committee, which would focus on the migration

- A Collaborative Tech Services Committee, which would explore and implement
shared practices

e.g. acquisitions policy that all libraries will input their order records in Alma, policies
on overlaying & importing records from OCLC, policy on suppressing bibliographic
records

- A Collection Development Management Committee

- Alliance Staff



The Zones
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Although all Alliance members share one implementation of Aima, each institution has its
own zone (1Z) within the implementation. The I1Z contains local inventory, ordering &
licensing information, patron data, and a handful of bibs that cannot be shared. The NZ
contains the vast majority of bib records for Alliance libraries, allowing staff at any institution
to see what titles are held or on order by other institutions. The Community Zone utilizes
Alma’s Knowledge Base and contains mostly electronic titles. One of the critical first steps
in reimagining acquisitions workflows with a more collaborative focus is a fully functioning
NZ and CZ, and the tools to manage shared records within the three different zones.



Re-Imagining Acquisitions

Workflows

« What does change look like?

« Are there philosophical shifts occurring
that may ultimately impact workflows?

« What are the problems to which we need

solutions?
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These are three of the primary questions we asked as we began to plan for
migration and as we entered our implementation period.
In terms of change:

Change is going to be different at each institution because workflows are different
at each institution. Some of the differences in workflows were certainly due to size of
the institution/volume of materials, staffing, and other resource-related factors. Still other
differences were based in historical practices that had not been re-examined in many
years.

Other opportunities/congruencies (such as staffing changes, impact of consortial
decisions/policies) might shape or even encourage change.

In terms of philosophical shifts:

Does the design of the new system fundamentally change the way we think
about how we do our day-to-day work?

Do the potential benefits we hope to realize from this shared environment lead us
to view the acquisitions process differently than we have in the past?

Moving to a system with an inherently different architecture afforded us the opportunity
to consider making radical changes to existing practice. Because many features in Alma
were still in development at the time of go-live, many of us began by making smaller
changes rather than implementing more radical ones. Nevertheless, the process of re-



evaluating existing practices has helped us to think about ways in which we might make
larger changes in the future.

In terms of problems:

One potential concern was the management of e-resources through the acquisitions
process. Print still lives on, but the e-resources monster continues to breathe down
our necks — we need less complicated solutions!

How can we effectively manage resources consortially? While there were a number
of resources shared by the six cohort 1 institutions at go-live, the tools to manage those
resources were not yet a part of Alma. As such, we immediately began seeing issues crop
up with duplicate records in both the IZ and NZ, overlaying of brief bibliographic records
from vendors onto full bibliographic records already in the NZ, and other record
management nightmares.

What expertise do we have, either at individual institutions or across the
consortium, that can be leveraged to help develop solutions? Even though some of
the needed functionality was already on Ex Libris’s roadmap for future development, we
recognized that a number of stop-gap measures might need to be employed.



The Alma Acquisitions Model

e Acquisitions type drives processes downstream

e Barcodes drive technical services workflow —
inventory-centric

e Roles & user management limitations dictate
changes in workflow

e Network Zone (NZ) underpins much of
acquisitions & resource management
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Before beginning to implement any changes to acquisitions workflows, we needed to
understand some of the structural principles of the Alma acquisitions model. One of the
primary differences between Millennium (used by all six cohort 1 institutions) and Alma is
that acquisitions type is a primary driver for subsequent actions in the ordering process.
The acquisitions type selected at the point of order record creation drives the process
downstream, including the ways in which automated steps might occur. Because the
acquisitions type cannot be changed in Alma, it is of the utmost importance for staff to
understand the implications of selecting a particular acquisitions type when creating an
order record.

In addition to acquisitions type driving the ordering process, it is also important to
understand that Alma acquisitions in Alma is highly inventory-centric. In Alma, item
barcodes propel the technical services workflows forward. Libraries also have the option
to employ work orders, which help to manage items as they make their way through the
various stages of processing. One of the main benefits for adopting this set of workflows
is that item visibility increases for patrons. Whereas patrons might simply have seen a
status of Available as soon as something was received in lll, using work orders in Alma
allows patrons to track where an item is in the post-receiving process (e.g., in
processing, copy cataloging, original cataloging, binding).

Alma bundles permissions together and assigns them to particular user roles; however,



