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CONZULSys Shared Library System Project

Progress Report, September 2002

Background

At a meeting of the Committee of New Zealand University Librarians (CONZUL) on 31st March 2001, it was established that the Auckland University of Technology (AUT), the University of Otago, and Victoria University of Wellington were all looking at purchasing a new library system in the near future, and that Lincoln University and the University of Waikato were also considering looking for new systems.  AUT had already issued a Request for Information (RFI) to likely vendors and Otago was in the process of drawing one up.  Members agreed that a consortial approach to the purchase of a new system could be appropriate, and a working party was set up to investigate the advantages and disadvantages of such an approach.

A paper setting out the options for the co-operative purchase of an information and resource access management system (IRAMS) was presented to the meeting on 29th June 2001, and four (later five) of the universities expressed an interest in taking the matter further.  The benefits which could accrue would be in the areas of cost, improvement in Library services, and the creation of a technical and business infrastructure which would support future collaborative projects.  At the same meeting, it was agreed that CONZUL should examine the broader possibilities of working collaboratively, and this led later in the year to the establishment of the Big Picture Project.

From the beginning, it was envisaged that the areas of collaboration that would be proposed by the Big Picture Project would be facilitated by the availability of a common library system in at least some of the university libraries.  The likely inclusion of all or most of the university libraries at a later stage and a subsequent extension of the consortium to other tertiary and research libraries in New Zealand was also a key element of the thinking.

Setting-up Phase

Work on the shared system project continued in the second half of the year, with AUT and Otago independently choosing the same four short-listed vendors from their RFI processes and the other three participating institutions agreeing to accept this outcome as the starting point for their involvement.  Waikato, Victoria, and Lincoln developed their own lists of functional requirements and these were merged with the lists from AUT and Otago to develop a joint Specification of Requirements.  Demonstrations of the four short-listed systems were held at AUT in September 2001, with representatives from the other four participating universities being invited to attend.

During this period, representatives of the five university libraries communicated by email and held several teleconference meetings to discuss project management issues.  A Steering Committee, consisting of the five University Librarians or Deputy University Librarians and the Director of Information Services from the University of Otago, was established.  The first face-to-face meeting of the Steering Committee was held in Auckland on 1st December, when the terms of reference for the project and the decision to appoint a project manager (funded by a contribution from each library) were confirmed.  A Software Project Team, also with a representative from each university, was set up and during November to February worked on a joint Request for Proposal (RFP).

Development of the Project

As part of the analysis of the approach to the purchase and then management of a common software system, the following three scenarios were considered by the Steering Committee at a meeting in Wellington on 20th and 21st February 2002:

1. A “common system individual implementation”, whereby the participating libraries purchase or commit to the purchase of the same IRAMS and run their systems, either within their own organisation, or through an Application Service Provider (ASP) of their individual choosing.

2. A “common system and host”, whereby participating libraries purchase or commit to the purchase of the same IRAMS and run their systems as separate databases on a shared server, jointly purchased and hosted by a participating library or an external provider.

3. A “shared system” consisting of an IRAMS with a shared database running on a shared server, jointly purchased and hosted by a participating library or an external provider.

The Committee decided to proceed with the RFP on the basis of option 2, which was expected to provide cost benefits and to lay the foundation for wider and easier access to academic/research information to serve the broader New Zealand tertiary and research institutions.  This meant that from this point the project needed to proceed on several fronts, with two RFP processes (the first for the IRAMS software and the second for the host operating environment) and the establishment of a legal entity owned by the member universities to manage the contractual relationships.  A project schedule was adopted by the Steering Committee, with a series of key milestones leading to the completion of implementation for the first three universities in June 2003.

Commitment to the Project

A Memorandum of Understanding, documenting the basis of the project governance roles and responsibilities, was drawn up to formally initiate the joint venture.  The Vice-Chancellors of the participating universities were asked to sign both this and the software RFP in March 2002.  It was recognized at this stage that a substantially larger budget was required for the project than had originally been envisaged, and the Steering Committee agreed that the signing of the software RFP and the Memorandum of Understanding by each of the Vice-Chancellors needed to be on the understanding that the university would contribute its share of the project’s budget.

Immediately prior to this, Lincoln University withdrew from the consortium, due to the fact that the timing and planned roll-out of the project was not seen to be appropriate to its needs.

Software Systems

The joint software RFP was sent on 18th March to the four vendors who had been identified as being in the best position to provide a good solution.  Responses were received from all four on 17th April.

The responses were first evaluated informally by a small group in each university library from the perspective of the particular university.  The formal evaluation was carried out in the second week of May by the Software Project Team, working to criteria set down in an evaluation approach document.  Members were required to evaluate the responses according to the common needs of the consortium rather than the individual needs of each university and giving careful consideration to the collaborative initiatives being investigated as part of the Big Picture Project.  The Team recommended a short-list of two vendors to the Steering Committee, which accepted the recommendation on 14th May.

The short-listed systems, Endeavor’s Voyager and Innovative Interfaces’ Millennium, were demonstrated at each participating university during the last week of May and the first week of June.  CONZUL members from universities not participating in the project were invited to attend.  The working groups at each university then further assessed the functionality of the two systems from the perspective of the particular university, based on the information provided during the demonstrations.  Access was provided to a test database for each system by a small group of staff at each site and the Software Project Team worked together in a test environment, so that issues with the functionality of each system could be explored.

Members of the Steering Committee and of both the software and host project teams visited Massey University and the University of Auckland in the middle of July.  An earlier version of the Innovative system is installed at Massey and Voyager is installed at Auckland.

The Steering Committee and the Software Project Team have recently met with the CEOs  of both Endeavor and Innovative Interfaces.  In addition, phone calls have taken place with a number of reference sites in the United States and Australia, with only a few remaining to be made.  Follow-up questions are being sent to the vendors as they arise and the responses are being fed into the evaluation process.

A report comparing the strengths and weaknesses of the systems architecture of each product (and identifying any business and technical risks arising from the two different architectures) has been prepared for the Steering Committee and the Software Project Team.

The Project Team is currently working on its Software Evaluation Report, which is due to be completed on 20th September.  The Steering Committee will discuss the report with the Project Team on 27th September and will then make a decision on the preferred system.

Hosting Environment

The Host Project Team started in April by drawing up a set of hosting principles and then working on a host RFP, which was distributed on 24th June to a short-list of vendors who had responded to an advertisement inviting registrations of interest.  Seven responses were received by the closing date on 18th July.

The Host Project Team evaluated the responses and recommended a short-list to the Steering Committee, which agreed on two commercial vendors and two non-commercial institutions (the National Library and the University Alliance, a consortium of three universities : Victoria, Auckland, and Canterbury) on 20th August.  The continued inclusion of the universities’ consortium is dependent on their providing satisfactory information by 10th September about the proposed governance of the consortium.

The Host short-listing evaluation showed that there was a discrepancy between the software vendors’ hardware specifications and the host vendor responses in answers to identical questions relating to system reliability and availability.  A report on the ability of the vendors to achieve the required level of system availability was, therefore, prepared by the Host Project Team and discussed by the Steering Committee last week.  It will be further considered as part of the business case.

Once the final hardware configurations for both products and the final hosting requirements have been determined, some sections of the RFP will be updated and reissued to the host vendors who will be requested to present their final proposal.  Evaluation of the host vendors will then be completed by the Host Project Team and a host evaluation report prepared for sign-off by the Steering Committee on 25th October.

Business Case

A first draft of the costings for the business case was drawn up in May, based on short-listed vendor costs and an independent estimation of the hardware and hosting costs.  This provided a raw comparison between the costs of implementing option 1 and option 2, and the base work of setting up the various Net Present Value (NPV) spreadsheets was done.  It showed that it would be cheaper for CONZULSys to proceed with option 2 for the software rather than option 1, but little value was gained from the hardware estimates apart from highlighting the large differential between the hardware costs for the two systems.

The Steering Committee is meeting with the Finance Directors of Waikato, Victoria, and Otago on 11th September to discuss the development of the business case, including the allocation of costs among the universities.  A second draft version of the NPV containing one of the host vendor costs  has been prepared for use at that meeting.

Legal Entity

The original schedule assumed that a legal entity would need to be set up by August 2002 in order to be able to conduct contract negotiations with the software and then the host vendors.  A set of high-level guidelines for the management of the implementation, operation, and ongoing development of the shared library system were developed and signed-off by the Steering Committee in May, and were used in the host RFP.

In early August, the Steering Committee, concerned about both the effort to establish an entity concurrently with the project workload and the complexities of doing so before there is a clearer idea of which of the other collaborative initiatives recommended in the CONZUL Big Picture Report are likely to be implemented in the near future, decided not to proceed with the establishment of an entity straight away.

At this stage, it is likely that one university will act on behalf of the four universities as signatory for contracts with the software and host vendors.  Operational arrangements will, however, need to be in place by March 2003 and an interim administrative framework for those operational arrangements will need to be established.  The CONZULSys Steering Committee will continue to act as the governance body during the implementation phase until a legal entity is established.
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