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NORTH CAROLINA COMMUNITY COLLEGE SYSTEM
H. Martin Lancaster, President

August 15, 2000
MEMORANDUM

TO: LRC Directors
CCLINC Consortium Colleges

FROM: PamelaB. Doyle
Library Resources

SUBJECT: Library System Implementation — Status Report

The System Office recognizesthat there are ongoing problemswith theimplementation of the Sirsi Unicorn library
system and that these problems are impacting the services provided by your library. We are working with Sirsi and the
CCLINC Implementation Team to resolve these problems as quickly as possible.

Aswe briefly describe the problems, please keep in mind that we had anti ci pated the migrati on taking aminimum of
six monthsto complete. Because of avendor protest and our need to make financial arrangementsto pay for the
system, the contract with Sirsi was not signed until March. Sirsi agreed to work with usto meet our July 1 cutover
date, so wewould not have to extend the old contract with epixtech, inc. Y ou should also keep in mind that migration
to the Data Automation Center (DAC), our previouslibrary system, was completed by adding onelibrary at atime and
spanned 18 months. If acollege experienced problems, they were corrected immediately following the migration.
Because 22 of the DAC colleges had been previous stand-al one Dynix users, there was an existing familiarity with the
DA C software and many setup decisions had already been standardized. The Sirsi Unicorn systemisanintegrated
system based on client-server technology. The collegeshad limited familiarity and experience with Sirsi Unicorn and
client-server technology. Because we are in the consortial environment, we have to learn what the Sirsi Unicorn
softwarewill allow usto set up individually and what must be set up globally.

Theinitial problemswith the Sirsi Unicorn library system related to the dataloaded. When thelibrary datawas
extracted from the DAC by epixtech, inc., bibliographic and holding information was missing and a significant amount
of cataloging and database maintenance work completed in May was not present. 1t was not until the new Sirsi
Unicorn library system became operational on July 1 and the colleges began checking the database on July 3 that the
extent of the problemswasrealized. Because the dataload did not have all the bibliographic and holdingsinformation,
many of the circul ation transactions could not be linked to specific items and were not added to the circulation files.
Epixtech, inc. was contacted and they provided anew tapein late July containing all the bibliographic and holdings
information asof May 31.

Theissue then became how best to correct the problems with the database and circulation files. Because the colleges
had already begun to use the Sirsi Unicorn system to circulate materials, those circulation transactions were linked to

specific barcodes contained in holdingsrecords. |If Sirsi had deleted all the bibliographic and holdingsinformation and
rel oaded the data from scratch, the circulation links may not have worked properly. Several colleges had made changes
in barcodes during May that were not present after theinitial dataload, so circulation transactionswerelinked to theold
barcodes. It wasthe decision of the Implementation Team to have Sirsi run a process to match the records already
loaded in the database against those on the tape and to |oad everything that was missing. A second process was run to
identify those items contained in the database that were missing from the May 31 tape, so items withdrawn from the
collectionsin May could be removed from the database. After completing these two processes many of the errors
were corrected, but they did not recover all the activities completed in May and some bibliographic records were still
missing. Circulation transactionsthat could not be loaded initially were run against the updated database and added to
thecirculationfiles.
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The dataload problems and the subseguent circul ation data problems meant that the library staff may or may not be able
to locate accurate circulation records to check materialsin when students returned them to the library. Itemsthat
students wished to checkout may have information that must be corrected in order to accurately identify theitem. Itis
also believed that inaccurate fine information is associated with the datal oad problems.

Also at issue ar e the differ ences between what local library personnel could do on the DAC and what they can do
on the Sirsi Unicorn system. Thedifferencerelatesto system design. Report generation isamajor issue and includes
everything that you would want to print on paper, such as overdue notices, billsfor outstanding fines, bibliographies of
material sinstructors or students need for teaching and doing reports, purchase orders, book spinelabels used to
organize and shelve new materials, and more. When the colleges used the DA C, they had accessto areports menu.
They could select the reportsto be run at scheduled times or upon request. They could also generate special reports
using Recall/Inform statements. Inthe Sirsi Unicorn system, all reports arein one master list which containsthe
reportslisted above and all the reports used by the System Administrator to maintain the Sirsi Unicorn system. Sirsi is
concerned about damage that could be doneto the library system if the wrong report isrun and also the overall impact
on system performance and response timeif asignificant number of reportsare run simultaneously.

Wher e arewenow with theimplementation? What isbeing done to addressthe problemsand issues? System
Office personnel has had several telephone meetings with Sirsi in thelast few weeksto addresstheseissues. Sirsiis
committed to working with usto make the migration a success and the system work asit should. Tothisend, the
following steps have been taken.

Sirsi has set up ateam of peopleto work with us on these migration/implementation problemsand to resolve them as
quickly and efficiently aspossible. Theteam will include our Project Manager, our System Administrator, a person
knowledgeable of the software, and adataloader. Getting the problemsresolved in this project will betheir top
priority.

By August 14 the settingsin the test server will have the same settings as the production server, so the colleges can test
all options before making decisions about setups and procedures to be implemented. Because the migration wason
such afast track, thetest server was shipped with many default settings and alimited amount of bibliographic and
holdingsinformation. Sirsi will be using thetest server to test changesin setup and processes before making the
changesin the production server. Collegesshould usethetest server for training and testing new procedures, rather
than using the production server.

During the remainder of the implementation and until most of the problems have been resolved, Sirsi will set up one
person at each college to run circulation, requests, and bibliographic information reports one day each week. When
they receive setup information from the colleges, Sirsi will set colleges up to run overdue notices and holds each day .
Sirsi will be able to monitor the impact report generation by so many collegeswill have on the overall system response.
After theseinitial problems with migration and implementation have been resolved, we will work with Sirsi in making
decisions about generating reportsin the future.

In an attempt to resolve the problems with the bibliographic and holdings information and subsequent circul ation
problems, Sirsi agreed to provide the resources needed to set up asecond production server, load in the bibliographic

and holdings information from the last tape received from epixtech, and allow the colleges 3 daysto review the
information and decideif it was better than the original dataload. The Implementation Team decided not to do the
second production server. Many of the colleges have already begun to correct the datain the existing system and are
using thecirculation system fully. Collegesthat did not complete alot of catal oguing and database maintenance
activities during the month of May do not seem to have asignificant number of database problems. By running thetwo
processesto correct the dataerrors, alarge percentage of the problems seemsto beresolved. There were some
problems created as aresult of the processes being run, but Sirsi isworking with usto identify and resolve those
problems.

In order to closely monitor progress of this situation, the colleges are being asked to send all problems, requestsfor
assistance, responses to requests for information, etc. to the Sirsi Help Desk mailbox that hasbeen set upin
GroupWise, with acopy to Ruth Bryan. Our System Administrator monitors that mailbox all day and will act on or
direct the message to othersto get aresponse. The colleges are also being asked to send acopy of all emailsto Ruth
Bryan, the Coordinator of Library Information Technology in Library Resources. Ruth does not automatically get
these messages, but needstheinformation in order to track progress on problemsthat you have submitted.
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What do we need to do to help correct the situation and bring the implementation to completion? Sirsi has asked
that the colleges provide them input about the problemsthat still exist after the two processeswererun. Weare
gathering that information now, and the Sirsi team istaking each one to analyze what happened and how it may be
corrected, if possible. In someinstances, the information may not be availableto correct problems. (Examples: The
prices contained in the holdings records for each item owned by a college were not included in the final tape received
from epixtech. Sirsi isdoing some analysisto determine how many records thiswill affect and if thereisaway to load
inthose pricesif we could get anew tape from epixtech. Also, the bibliographic and holdings records for reference
materials owned by the majority of the colleges were not included in the last tape from epixtech. These records may
haveto be entered from scratch.)

Colleges can help Sirsi by responding to requests for information within the time allowed. Many of theitemsstill to be
set up relate to thingsthat must be set up globally. Sirsi cannot set up anything until everyoneresponds. We cannot
hold Sirsi accountable for things not done, if we do not provide them with the information to do it.

Colleges also need to understand that thereisadifference between the DA C software/technology and the Sirsi Unicorn
software/technology . The Sirsi Unicorn software, like the DAC, hasthe capability to do many things, but because of
the system design differences, the ability to do these things may not be granted to library personnel. Astheseissues
arise, wewill work with Sirsi to address them.

Not only hasthe migration and implementation been on afast track, but the learning has also been fast track.
When decisions had to be made, they were made based on past performance and functionality of the DAC and alimited
knowledge of Sirsi Unicorn. The Implementation Team, with input from the colleges, did avery good job of making
decisionsto get the Sirsi Unicorn system set up before the cutover date. The Sirsi Unicorn system did come up on July
1 with the bibliographic and holdings information, and colleges were able to use the patron and circulation filesto
circulate materials. Unfortunately, the majority of theinitial problems resulted from data that was missing from the
tape received from epixtech, inc. Resolving those problems has hindered implementation of the remaining functions of
the system and the ability of thelibrariesto prepare for the students arriving within the next few days.

Sirsi hasworked with usto correct as many problems as possible resulting from the dataload and is now
working with usto resolve problemsrelated to codes and mapping. Thetest server isbeing updated so colleges
can test processes before making final decisions and before preparing information for studentsto use. Sirsi isgathering
information from the colleges to set up reportsthey need to run and to identify problemswith setupsthat Sirsi needsto
correct.

Wewill continue to monitor progresson all of theseissues, Sirsi’scompliance with the terms of the contract, and
advisethe Administration and the CCLINC colleges of the progress being made. If you have questions or need
additional information about the current status of the library system implementation, please contact Ruth Bryan
(bryanr@ncccs.cc.nc.us) or me (doylep@ncccs.cc.nc.us).

c: Presidents, CCLINC Colleges
Larry Smith, Sirsi
Terry Jarnigan, Sirsi
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