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Summary of Evaluation
The goal of this project was to determine the feasibility of implementing an open-source
integrated library system (ILS) using the Sage consortium of libraries as a test system.

Year 2 of the grant sought to build upon the foundations laid in year 1 and finish the
migration of all Sage member libraries (65+), including academic libraries, from
Innovative's commercial Millennium ILS to the Evergreen open-source ILS. Year 2 found
Sage facing challenges with unpredictable release cycles of Evergreen, the sporadic
nature of 3rd party support, and 3rd party development of the Evergreen platform to
replace broken and missing functionality in order to more suitably meet Sage's needs.

Despite facing these challenges, Sage has proven that the Evergreen open-source ILS
meets, and in many cases exceeds, their expectations for saving money, maintaining
more control over budgets, and improving library operations and services by gaining
more control over the direction and development of their integrated library system.

Project Objectives

The objective of year 2 was to finish migration of all Sage libraries, pursue development
of required software features and improvements, and establish a long range business
plan to ensure viability of the system.

Project Methods

After the initial testing, training, and migration of the 10 test sites in year 1, Sage began
planning for full migration of all remaining sites. Initial planning assumed that the
migration would be to Evergreen version 2.0, on December 29, 2010. At the start of
December, plans had to be revised as it was clear at that point that Evergreen 2.0 would
not be available in time for migration. Therefore, all Sage Libraries sites went live on
Evergreen version 1.6 on December 29th, 2010. EOU continued to use the legacy
system (Millennium) for serials, acquisitions, and resource sharing with Orbis Cascade
on the Summit system. Serials and acquisitions modules were not available in version
1.6 but were planned to be incorporated into Evergreen version 2.0. A bridge between
Evergreen and the Summit system (which uses OCLC WorldCat Navigator) was still
under development, but expected to be available by spring 2011.

The upgrade from version 1.6 to version 2.0 was anticipated just as soon as that version
became available, since Millennium would not be available after June 2011. When it
became evident that version 2.0 would not contain the enhancements that Sage had
commissioned, Sage decided to move to Evergreen version 2.1, expected to arrive
almost simultaneously with version 2.0, but also to include the Sage enhancements.
Sage upgraded to 2.1 in May 2011.



Equinox (the same support provider utilized in year 1) was contracted to migrate Sage
from Innovative to Evergreen. The Millennium system was decommissioned on June 30,
2011 at which time Sage found itself depending solely on the Evergreen ILS.

Project Results

With migration of all Sage member libraries complete, the project achieved its goal of
successfully implementing and testing an open-source ILS. This is a tremendous
accomplishment given the size and scope of the Sage system, inherent migration
challenges, limited funds, and limited support options and personnel.

1) Migration

Many obstacles surfaced in year 2, chiefly the unpredictable release cycle of Evergreen,
the uncertain schedule of bug fixes, and access to timely support for critical issues. With
these obstacles on one end, and the grant completion date rapidly approaching on the
other, scheduling of migration was very difficult. However, Sage's decision to skip
Evergreen 2.0 and migrate to 2.1 RC1 proved prudent and allowed EOU to make use of
the additional functionality just in time for the decommissioning of the Innovative
Millennium system. Without the support of required modules (serials and acquisitions)
and Sage's hard-won platform enhancements, migration would have been pushed back
indefinitely, costs would have increased dramatically due to the need to support both the
old and new ILS concurrently, and completion of grant goals would have been in serious
jeopardy.

2) 3rd Party Support

Equinox was utilized for year 2 migration as a sole-source provider (no RFP was
issued) due to the dearth of established support providers in this fledgling market. As in
year 1, Sage experienced varying timeliness of support from Equinox with some issues
being resolved quickly while others were not. The method by which problems were
chosen to be resolved (or not) was seemingly random in nature. Whether bugs or
support issues, the impact on Sage was the same: Some problems appeared to be
ignored with no resolution on the horizon. This forced Sage to implement workarounds,
often for the same problem more than once, in order to meet migration and project
deadlines.

Equinox was chosen to provide ongoing support via a limited-support contract that
provides support of up to 72 issues per year. A limited-support option was pursued due
to the expense of a 24/7/365 support plan. Terms of the contract indicate that Sage will
incur additional expense for critical issues that arise outside of normal business hours
and that Equinox will not necessarily support any developments or enhancements that
are not included in the community-supported release of Evergreen. Sage is hopeful that
its developments & enhancements will be adopted and released in future community-
supported versions of the ILS, drawing further support from providers such as Equinox.
Further enhancements developed under contract with Equinox will be supported as long
as they are added to the community-supported release, and Sage is responsible for



issues that surface due to any local development or enhancements they have
implemented.

3) 3rd Party Development & Enhancement

Sage has pursued development & enhancement of many areas of the Evergreen staff
client, concentrating on improving efficiency and work-flow of the cataloging interface.
Working with Equinox, the following changes were made:

Inclusion of a method to identify a “master” record for merging and moving items.
Tiling, either across or in a square, up to four (4) MARC records in the MARC
editor.

Inclusion of a method for “merge all” which would allow the user to merge
duplicate records, moving all items into one record.

Two portions for each record displayed, the native MARC record and the holdings
display.

Development of an entirely new javascript editor which will allow users the ability
to cut and paste whole or partial fields.

Method by which the user may choose to view individual or view all of the MARC
records in the javascript MARC editor or the native MARC editor without leaving
the current screen.

Method by which the user will be able to “set” a standard default MARC editor
(native or javascript) for their workstation.

Method by which to identify individual items in the holdings display and choose to
move those items to a selected record.

Development of a "global update" feature for updating bibliographic records.
Inclusion of an interface for building a brief template with the global update
information.

Method by which to identify groups of records to be globally updated.

Method by which to apply that template to a group of selected records.

It should be noted that in contrast to the training & support experiences with
Equinox, the development & enhancement process progressed smoothly, was
completed on time, and Sage was very satisfied with the results.

To date, Sage has also undertaken the following development & enhancement
projects:

Sage offered financial support (in conjunction with 4 other parties) to ensure the
development of hard due dates and end of school year due dates. This
development contract, awarded to Equinox, was defined and led by Bibliomation.
Sage has a contract with Jon Scott to program an interface that will allow
Evergreen to work in conjunction with Summit, which uses the OCLC WorldCat
Navigator system. This functionality is essential for EOU.

Eastern Oregon University is developing an interface to Evergreen that will allow
patron records to be downloaded to Evergreen from the Banner student
information system.

Development that will allow the Evergreen acquisitions module to communicate



with the Banner financial information system.
« Communications functionality to allow patron authentication through EZProxy and
SIP, and to allow for patron data download from Banner.

4) Training

No 3rd party training was provided for the full migration in year 2. The 3rd party training
received in year 1 was found to be too expensive and ineffective ($10,000 for
approximately 6 days of training). Instead, Sage concentrated on using in-house
resources. Training needs were identified via the Sage list-serv, brought up at Sage
Council meetings, and relayed directly to the Sage System Administrator. Sage uses the
following ongoing training methods:

« Atraining manual based on information collected via the Sage community and
online documentation was constructed and manuals were distributed to all sites.

» A wiki was established for online distribution of training materials.

» The System Administrator established a schedule for in-person training at each
site and is also available via phone.

» Weekly web seminars are broadcast and archived for those not able to attend.

» Alist-serv is used for distributing training information via email.

Project Impact
1) Systems & Support

There are concerns regarding long-term Evergreen maintenance and how it will impact
the Sage System Administrator. Also, interest in joining Sage is high in both public and
academic libraries. An increase in the number of Sage member libraries will lead to
greater demand on the system and is likely to require still more effort from the Sage
System Administrator. As time goes on, Sage will be able to more accurately predict
when additional hardware will be required to support the growing number of Sage
member libraries as well as get a better idea of how much technical support is required.

2) Cost

In year 2, Sage has started to realize a cost-savings as a result of their adoption of an
open-source ILS. This has allowed Sage to contract with a part-time employee for 10
hours per week to provide support to the overtaxed System Administrator. For the first
time, Sage is able to set aside funds for training and further development of the ILS.
This savings is projected to increase annually.

Membership in Sage has grown as a result of the migration to Evergreen. Membership
costs ($2000-$8000 per library annually) are lower than they were on the commercial
ILS. This allows libraries to reconsider the cost of joining Sage, revisit a previous
decision to leave Sage due to costs, or automate their libraries whereas they previously
could not afford to. As more libraries join Sage it is expected that the annual cost-per-



site will continue to decrease.
3) Viability

The consensus is that, thanks to Sage's investment in development and enhancement,
Evergreen is a worthy competitor to the previous commercial ILS. Marked improvement
has been seen in the staff client between 1.6 and 2.1, with many concerns addressed.
Among the many features & improvements, the following had a large impact on staff
productivity and usability:

» Atabbed interface allows for multiple tasks in one instance versus one
Millennium instance (and license) for each task.

» The usage of buckets (containers) allows for easy manipulation of many records
at once versus “create lists” in Millennium.

» Workstation-specific preferences for the staff client may be set for each user
versus login-specific preferences in Millennium.

« Simultaneous access to patron records is now possible, and Evergreen does not
lock the record as frequently, or in the same manner, as Millennium.

« Patron search is more powerful, and customizable alerts allow for easy
recognition of patron status and notes in the patron record.

Based on the limited feedback received, the biggest complaints regarding Evergreen
are:

« Missing items after check-in (a problem also present in the previous ILS).
» Slowness of staff client, which has been attributed to very old hardware in use at
outlying libraries.

Conclusion

While Sage feels that Evergreen has proven to be a viable ILS solution, there is always
room for improvement. They are hopeful for more enhancements to find their way into
the community-release via large systems that are investing development in the platform,
such as King County in Washington. The momentum of Evergreen adoption has
quickened in the past 2 years, and Sage is optimistic that Evergreen will continue to
mature on a very solid foundation.

Sage encountered many hurdles during this project. The main problems were
associated with the floating release schedule of Evergreen and the hard due date of
project completion due to grant requirements, coupled with the requirements of certain
missing or misbehaving modules and features that required many workarounds and
frustrating scheduling issues. The elusiveness of 3rd party support in regard to many
technical problems also frustrated the process immensely.

It is recommended that a library considering adoption of Evergreen keep in mind the



nature of the release schedule and the possibility that an enhancement or workaround
that was previously enjoyed may not make it into a future release without direct
intervention.

Another large obstacle was training and personnel: Sage has one System Administrator
with obligations spanning a huge geographic area. We all hope that Beth can get
additional support, and the hiring of a part-time technician in 2011 is a huge step in the
right direction.

In summary, Sage was successful at testing and implementing an open source ILS.
They have taken more control over their budgets and the ILS that is at the heart of the
library. It will allow Sage to have direct influence over their own ILS, with the best
interests of their own unique system driving the direction of the platform. This is a
monstrous undertaking both technically and geographically, and future impact to the
library community in Oregon will be substantial.
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