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Overview




What is an Institutional
- Repository?

A database with a set of services to capture, store, index, preserve and
redistribute a university’s scholarly research in digital formats.
SPARC'’s definition

— Institutionally defined

— Scholarly

— Cumulative and perpetual

— Open and interoperable — OAl-compliant and allow open access
A set of services that an institution offers to the members of its
community for the management and dissemination of digital materials
created by the institution and its community members. It is most
essentially an organizational commitment to the management of these

digital materials, including long-term preservation where appropriate, as
well as organization and access or distribution. — C. A. Lynch



> How do People Use Institutional
Re itories”?
positories”

Scholarly communication

Storing learning materials and courseware
Electronic publishing

Managing collections of research documents
Preserving digital materials for the long term
Adding to the university’s prestige by showcasing its academic research
Institutional leadership role for the Library
Knowledge management

Research assessment

Encouraging open access to scholarly research
Housing digitized collections




Major Steps in Building an
W |nstitutional Repository

Learning about the process by reading about and examining
other institutional repositories

Assembling a team

Conduct a needs assessment of your institution
Create a schedule and timeline

Develop a cost model based on this plan

Develop policies that govern content acquisition, distribution,
and maintenance.

Technology — Choose and install software platform
Marketing
Launching and running a Service
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Most Common Challenges

Adoption rate by academics
Providing for sustainability
Developing policies

Managing intellectual property rights
Institution support

Cost management

Digital preservation

ldentifying key stakeholders



Planning Your IR Service




Outline

Developing your service model
Creating a service plan
Marketing your IR service
Adding content to the service



Project Planning TimeLine

Project Planning Timeline

weeks | phase launch date

Define service definition --_-
Assemble a team --_-
Choose technolog 1
Early Adopter programme | | | |
Marketing the service ]

Launch events I I B
Run the service Y
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Detailed Project Planning Steps

« Developing a Service Definition
— Survey academic needs
 Assembling a team

— Assess current staff skills and talents
— Hire and reassign staff, as needed

 Technology
— Research and choose a software platform
— Install hardware and software systems

e Marketing
— Develop marketing materials
— Develop web site, brochures, communications vehicles

10



Detailed Project Planning Steps
< (Cont.)

o Early Adopter program
— Batch load existing collections
— Training, setting up new content collections

e Launching a Service
— Launch events
— Marketing/PR campaign
— Training courses for submitters

* Running a Service
— Long term tasks — running the system, growing the service, etc.

— System support
— Help line
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Developing Your Service Model
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Overview

e Goal

— Define precisely how you intend to use the system and what type of
services you will offer.

— Define what you will offer to all your users: those who deposit
content in the repository and as well as end users

 Including

— Creating your service definition

— Defining IR services

— Defining ways of organizing content

— Assembling a team

— Conducting a needs assessment survey
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Creating Your Service Definition

What is the service’s mission?
What kinds of content will you accept?
Who are the key users and stakeholders?

What services would you offer if you had unlimited
resources?

— What can you afford to offer?
— Will you charge for services?

What responsibilities will the library bear versus the content
community?

What are your top service priorities?
— What are the short-term priorities and long-term priorities?

14 >




What Is the service’'s mission?

Increase impact of academic research

Raise visibility/prestige of institution

Create an institutional leadership role for the Library
Showcase university’s research output

Prepare for RAE (Research Assessment Exercise)
Manage institution’s IT costs

Capture the Institutional record

Provide vital services to academics

Help Libraries to meet the challenges of the digital realm
House digitized collections

Manage learning materials

Encourage Open Access

Other
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What kinds of content will you
 accept?

Published, peer-reviewed literature

Pre-Prints

Working papers

Research reports/technology reports

Conference papers/conference proceedings/presentation
Electronic theses and dissertations

Datasets

Supplementary materials

Online and overlay journals

Books/book chapters
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What kinds of content will you
m accept? (Cont.)

Learning objects

Multimedia collections

Departmental and research center newsletters and bulletins
Papers in support of grant applications
Committee reports and memoranda
Statistical reports

Technical documentation

Surveys

Electronic Portfolios

Images, Video and audio files

Others
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Who are the key users or
< Stakeholders?

Academics

Library Staff

Students
Administrators

Internal Research Staff
External Researchers
Other
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IR Services

* The types of services an IR can offer — what your submitter
and users can expect from the repository

 The service and support leads to the resource allocation
plan

— A more extensive and complex service and support offering naturally
leads to greater costs

 One way to control costs Is to offer one service and support

level for free while reserving the option to offer other

services on a for-fee basis

— Whether you charge a fee for specific institutional repository services
depends on your cost model
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Free vs. Fee-Based Services

University of Rochester Libraries' UR Research Services

Core Services (Free)

Premium Services (fee-based)

Setting up academic departments and
other content communities in the IR

Metadata Services: Consultation

Metadata Services: Custom metadata
creation

Training and user support for content
submitters

Document services: Scanning, OCR,
Reformatting files

Storage space allocation: basic

Extra storage spaces

Batch import of data: Historic collections,
Newly digitized collections

IT Systems management

Others:

Here fees are charged to content communities




Ways of Organizing Content

 Each IR service organizes content in a way to suit its university’s unique
culture and academic organizations

« Can organize according to academic research centers or departments

 An example:

— Formal Community - departments, research centers, and groups already
existing. Established submission guidelines and workflow. Example:
Computer Science Dept.

— Subject Community — Open access, all academics can submit, or by proxy.
Library staff review content before going online. Example: Policy Research
Institute.

— Community of Interest — An ad hoc group, crosses depts. Scholar driven,
membership limited to academic choice. Changes over time. Example:
Humanity Science — cuts across departments

21



Examples of Institutional
- Repository Service Definitions

Institution URL to learn about IR service definition

University of http://www.lib.gla.ac.uk/daedalus/docs/eprintsleaflet.pdf
Glasgow

University of http://www.library.rochester.edu/index.cim?PAGE=1362
Rochester

Queens University | http://library.queensu.ca/webir/planning/q _space planning do
in Canada cument.htm
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Assembling a Team

* Responsibilities of Implementation Planning Team
— Administering academic and staff surveys or interviews
— Conducting a needs assessment
— Synthesizing the results of surveys
— Developing your service model
— Developing a cost model
— Conducting resource assessments
» Performing gap analysis
» Developing requirements document
— Developing presentations for staff, academics and potential funders
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Assembling a Team (Cont.)

« Team members: personnel from the libraries senior
administration with budgetary responsibility, the archivist,
and someone whose role is to interact regularly with
academics

 The Implementation Planning Team should allow several
months for
— The development of the Service Model
— The associated costing

— The implementation of the hardware and local customization of the
software
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Staffing

 For alarge or established service, there are two roles to be
fulfilled: one primarily technical (IT systems/technology) and
one supporting users and advocating for the institutional
repository with academics and staff.

— User Support Manager (or Institutional Repository Service Manager
at some sites)

— IT/Information Systems Specialist to manage the technology
o Sample Job Description
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Stafflng User Service and
Suppon

o Assisting with community set-up

— Web site design

— Collection definition

— Workflow definition

— Batch loading of historic collections
e Supporting users

— Telephone help line

— Online help

— Online documentation

— FAQ pages
 Reviewing metadata
» Having library staff create metadata
* Developing customized metadata schemas
 Managing collections

e Consulting with communities and authors on preservation
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Stafflng User Service and
Support Roles

« Use this table to note staff members who can contribute
skills and time to the institutional repository service

User Service and Support Staff Available | % Time Allocated
Roles

e Set up content collections
(or communities)

— Web site design

— Collection definition
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Tracking Staff and Skills

Staff Members Skills % of Time Employment
Dedicated Category
Joe Smith Programmer 50% On staff
Contractor
Permanent
Temporary
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Locating Staff to Provide Skills

< Needed for the Service

Skill Needed Staff Member % of Time Employment
Dedicated Category
Programmer Joe Smith 50% On staff
Contractor
Permanent
Temporary

Enumerate skills needed to run the service and then finding

or hiring staff who bring these skills to the team
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Conducting a Needs
— ASSessment Survey

* Try to understand the unique needs of your scholarly

community
— How are scholarly works currently published or stored on campus?
— Who are the key stakeholders to include in your planning?
— What IT resources are available on campus?

— What are academic perceptions of the issues and problems of
managing digital materials?

30



‘ Conducting a Needs
Assessment Survey (Cont.)

* Informal surveys
— Face-to-face meetings with individual academics and administrators
— Email contacts
— Monitoring existing web-based publishing services on campus

 Formal surveys
— Paper-based or online surveys of academics and staff

— Formal presentations and Q&A sessions with departments and
academic groups

« Sample Academic Survey
 Another study of academics’ needs
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Creating A Service Plan
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Overview

 Phased development

— A typical institutional repository Service Plan is divided into three
periods: Start-up, Growth and Maturity

— Begin with a small, manageable service conducted alongside a
targeted marketing and communication program to build awareness
in the community

— As momentum grows, add content communities and reach additional
academic departments
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Time Planning — Start-up Period
< ACtiVilies

 |dentifying the service team and drafting the charge

 ldentifying early adopters to begin adding content in a pilot,
or beta, phase
— ldentifying historic collections to drive content
— ldentifying new research content
— ldentifying campus thought leaders

* Developing policies
e Choosing and identifying technologies
 Developing an advisory structure

— Librarians
— Academics

« Advocating for the service on campus
— Senior administration

—=2Academics ________
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Running a Pilot or Early Adopter
- Program

Each Institutional repository service is comprised of content collections —
sometimes called communities.

— Groups that contribute content to an institutional repository — either

academic or administrative departments, colleges, centers, units, or labs, etc.
Many universities have found it helpful to run a pilot program for their IR
service, showcasing a handpicked short list of early adopters who test
the software and agree to join the program early on.

— Help you to focus on adding one discrete group of content and users to the
system, test the software, iron out procedures, and field test your policies
and assumptions before launching the service to the entire university

Once you identify a collection to join your pilot program, choose
someone as a liaison in that department to work with the repository’s
staff and implementation team.
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Suggestions for Finding Early
< Adopter Communities

Interview department heads and academics

Write an article for an academic newsletter or publication
and ask for volunteers

Present the institutional repository service to writers and
editors who publish content on campus

Contact departments, labs, research centers, etc. who
publish content on the web

Post information about the institutional repository service to
online tech discussion lists at your institution

Of course, you have to do user needs assessments to learn
what they need from an IR
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Selection Criteria for Early
- Adopters

A group or department friendly to your mission
Diversity across discipline areas
Diversity of content types or formats

Including examples of different intellectual property rights
management issues

Collections of a manageable size; not an overwhelmingly
large collection
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Selection Criteria for Early
- Adopters (Cont.)

Campus opinion leaders

Providing a content safety net — identifying content on the
verge of being lost

A community with enthusiasm for digital preservation and
expertise in interpreting data

Most important of all is a strong and reliable liaison within
the community to work with the institutional repository
service team
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>« Fnding a strong internal
o

et COOrdinator

 When you are recruiting new early adopter communities,
finding a strong internal coordinator to lead the community’s
work is half the battle.

e You might find this person in one of the following roles:
— Publications coordinator
— Assistant Dean
— Website manager
— Administrative staff

* Note that it is usually not an academic who serves as liaison
to the implementation team.
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ldentifying Early Adopters

. Liaison . __ Attract
Community| Formats |. P CD”?CtmnMetadata help Typical  Opinion wide
issues sjze users leaders .
widata audience
University Books X X X
Press
Statistics | D" ©X, X
FPostscript
lmages, FGDC,
Botany |Datasets, Dublin X
Audio Core
Computer | Software,
Science Code X X X X
Theses Some
Online multiple X MARC X
Project formats
Medical _I‘a-1ed|cal
School Images, X X
Datasets
Text
Classics | (multiple X MARC
fonts)
Business X MARC X X
School
ASCII,
GIS DBtables, -
Datasets ESRI, FGDC
raster




Marketing Your IR Service
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Overview

« As you begin to build a service, it is critical to communicate
how the service benefits the university community — in other
words, to do some marketing to advertise the service on
campus.

 Some teams have been successful in targeting a handful of
“thought leaders” on campus — getting them on board early
to leverage their interest in the service.

* Another team contacted all the webmasters and writers at
the university to raise awareness and generate leads among
those who currently post scholarly content to university and
department websites.
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Top-Down Marketing

A top-down approach focuses on vice chancellors, deans,
and administrators

Use word-of-mouth and direct influence

You help create the institution's directive to build a digital
repository, spreading the word to academics and staff

Garner institutional support by engaging influential
academics and administrators before you launch the service

Develop a case demonstrating the value of the repository to
the institution as a whole, showcasing university research
and as a benefit to academic research
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Bottom-Up Marketing

A bottom-up approach pitches the service to academics,
staff, communities that publish on your university website,
technical staff in departments, and groups dealing with
publications

You prove the need for an institutional repository before
requesting support at a higher level

Get academics interested in preserving their work for the
long-term.

Tap your Academic Advisory Committee to describe to their
colleagues the benefits of using an institutional repository

Recognize that different departments have different cultures
around scholarly communications, different digital needs
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Bottom-Up Marketing (Cont.)

Look for academic acceptance in a wide range of disciplines,
each with different cultures, and different publishing and
digital needs

Approach academics who have publications on their
department or faculty websites

Meet the editors, webmasters, and content managers on
campus and present the service to them.

— They understand the challenges of online content management and
preservation and can be great advocates for institutional repositories

Collaborate with other initiatives on campus for online
content, courseware, etc.
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»= Ralsing Awareness at the
N
University

Present your service in face-to-face meetings on campus —
with communities, departments, individuals, by phone, in
person, to staff, academics, IT departments, etc.

Write a press release announcing the launch and distribute
to all campus news outlets including faculty newsletters.

Coordinate publicity at the department, library, and
university level.

Share marketing copy, posters, brochures with news office,
websites...

Use printed brochures, posters, presentations and the
university website to publicize the service
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Raising Awareness at the
- University (Cont.)

Plan events across campus and within content communities
to publicize the launch of your service

Schedule a kick-off session for library staff to learn about
your institutional repository service, ask questions, and build
awareness

Build awareness of the institutional repository program
before you launch the service by running a pilot program or
early adopter program

Do publicity both inside and outside the university. Some
academics notice articles in the local newspaper and ask for
more information
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Raising Awareness at the
- University (Cont.)

* Listen to academics and end-users on campus, and remain
flexible in your outlook as you gather requirements

* Build interest in long-term preservation on campus

o Offer presentations on topics of interest to academics and
related to institutional repositories such as copyright,
Intellectual property rights in the digital age, etc.

48



Keeping in Touch with Content
m— Communities

Survey content communities annually to get feedback,
gather new requirements, etc.

Use an annual form to verify policy decisions

Run a Help line so content submitters and managers can
reach the User Support Manager directly

Track bugs and enhancement requests
Share FAQs among content communities on campus
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Promoting Your Service on

Campus

 ldentifying ‘champions’ in academic departments who can
encourage colleagues to take part is often the most valuable
approach.

e Faculty will be more comfortable with providing content if
they do not think that the e-prints movement will undermine
the ‘tried and tested’ norms of scholarly communication. The
fundamental message should be ‘do not stop submitting
papers to peer reviewed journals — but please deposit them
In the e -prints archive as well.
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Promotlng Your Service on
Campus (Cont.)

e Itis important whatever happens that e-print archives are
run in such a way that they address the needs and working
patterns of researchers. Things should be made as easy as
possible for them to contribute.

e Set up a project web site that is linked to from the archive
itself. This can act as a focus for developments and news.

* Publicize and promote the repository through university
magazines, including the Library user newsletter; the
distribution of literature about the value of institutional
repositories, such as the SPARC Create change leaflet; and
presenting at departmental meetings and university
committees
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Ongoing Communications Activities

Event

IR Website

Cmlime
Mewsletter

Meetings with
Academics
and
Community
Groups

FAQ

Update
Libraries
Publications
Packet

Links from
library
website:
(home page,
departmental
marneas siihiasct

Purpose

Prowvide general
information

Dissaeminats
news about IR
Saervics

Acguaint
prospective
communities
with IR service

FProwvide concise
responses o
cormmaonly
asked guestions

Incorporate IR
into library’s
services

Incorporate IR
into library’s
services

Person|(s)
Responsible

User Support Manager

User Support Manager

User Support Manager

System Support
Manager & User
Support Manager

University Mews Office

WWebmaster

Ongoing Communications
Activities

Target
Audience

World

Library staff,
Advisory
groups, Early
Adopters

Academics,
Content
Communities

WWorld

Library's
targets

Web site
audisncs

Repeat

Contimnuous

Cluarterhy

Continuous

As neaeded

Annual

As neaeded



Ongoing Communications Activities

Event

pages)

Hands-on
training
sessions

Articles, Press
Releases &
Publicity
Events

Crientation for
new
academics

and staff

Press Kit

Purpose

Educate library
staff

Raise
awareness

Inform
academics
about IR,

benefits

Prowvide
Information
about IR service

Person(s)
Responsible

System Support
Manager & User
Support Manager

University News Office

User Groups

University News Office

Ongoing Communications
Activities (Cont.)

Target
Audience

Library Staff

University,
World

R=
Academics
and Staff

Fress

Repeat

Continuous

Continuous

Annual

Annual
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Ewvent

Spotlicght om
University Home
Faoge

Al Starff Meeting
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Magazines amd

MNews papers
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Planning Your IR Service —
Adding Content to the Service
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Enlisting Academic Participation

The top priority and biggest challenge of any IR teams
IS getting academics and staff to submit content —

« Efforts to enlist academic participation
— Marketing
— Technology — attractive, easy to use, and well-documents Ul
— Collaboration

» With other Web editors and websites on campus to see who's
already posting academic research materials online and enlist
their support and assistance

 |f someone on campus is working with online learning materials,
you may need to work with them on content that is also to be
housed in an IR

— Intellectual Property/Policies
» Offer guidelines, or even assistance, in clarifying rights issues
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Training and User Support

e End user training

e Training for Library staff:
— General procedures, understanding the service goals, etc.
— User interface, adding content
— Metadata procedures
— Search methods

e Training for Academics and Academic/Administrative Staff
— General procedures, understanding the service goals, etc.

— User interface, adding content
— Metadata creation
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Choosing an IR Software Platform
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Implementation Steps

Examining service needs and requirements

Choosing a software platform

Assembling and setting up necessary hardware, servers
Installing and configuring software

Creating a test/demo version of your system
Customizing the interface as needed

Training staff

Creating content approval workflows: accept, edit, reject, etc.
Loading content
Testing system
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Components of an IR System

Interface for adding content to the system, including
metadata

Interface for searching/browsing/retrieving content
Content database for storing content

Administrative interface to support collection management
and preservation activities

Additional features: integration with other university
systems, including online courseware, etc.
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Potential Uses of IR Systems

Pre-print and e-print archives

Online theses

Educational materials

Digital libraries materials delivery

University records management (in the future)
Alternative publishing platforms (in the future)
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Issues for Choosing an IR
" Software System

Basic technology building blocks

Product features to look for

Technology product models

Other technical aspects of running a service
Implementation steps

Cost considerations

Major IR software providers

Feature checklists
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Basic Technical Building Blocks

Operating System: Windows or Unix/Linux Servers

Web Server: Apache or IS
— Including related web application tools

Database: MySQL, DB2, Oracle, Postgres, SQL Server
Institutional Repository Software
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Product Features to Consider

File formats supported: text, images, datasets, video, audio....
Metadata standards (descriptive, technical, preservation, rights)
Interoperability: OAl compliance, Z39.50...

Permanent item address or locator (e.g., persistent URL)
Search/browse of metadata

Full-text search
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Product Features to Consider
< (Cont.)

* Workflow, submission for content approval

e User authentication and authorization:

— Back-end: content contributor, editor, administrator, metadata editor
— Front-end: end-user access to content

e Customization: API (application programming interface) for
customizing the software, extending features as needed
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Software Developer/Distributor

 Free vs. commercial software (license, subscription fees)
e QOpen Source vs. proprietary
e Technical support available:

— for fee vs. free

— by phone

— by emall

— via online forums
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Technology Product Models

* Proprietary Software
 Open Source Software

e Software Service Model
— Run and managed locally
— Run locally, managed remotely by vendor
— Run and managed remotely by vendor
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Technical Issues Once a Service
W 1S Running

 Depending on the software platform you choose, your
technical staff may manage the following aspects of the
service delivery:
— Service availability (24/7)
— Scalability (growth)
— Backup and recovery
— System maintenance
— Extensibility: access to other university resources, systems
— Customization
— Internationalization/multilingual support
— Data loading
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Technology cost considerations

Software costs (one-time and ongoing)
Hardware, servers, etc.

Operations staff

Programming staff (if necessary)
Backup and recovery

Preservation

The costs of overall planning, implementation, training staff,
and running the system depend on your service plan.
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Planning for the Long Term

What types of content do you think you might need to host?
How broadly will your faculty and staff adopt the service?

How might the volume of submissions grow as the adoption
curve rises?

What preservation initiatives will you apply to stored files
and data?

What is the data migration or data export strategy were you
to move to a new system?

How vital to the institution is the content you are
storing/preserving?
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IR Software Providers

Archimede

Bepress

CDSware

CONTENTdmM

DSpace (http://www.dspace.org/)
EPrints

Fedora (http://www.fedora.info/)
Greenstone (http://www.greenstone.orq)
Open Repository

“Institutional Repository System Overviews.” Library
technology reports 40, no. 4 (July-August 2004)
(2



Policy Guidelines for IR
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Forming a Policy Advisory Group

* Help to determine your IR’s policies on content submission and
distribution, privacy and licensing issues, and other policy guidelines.
 Make up of the group
— Associate Director of Technology
— Associate University Librarian for Public Services
— Head of Collection Management Services
— Head of Document Services
— Head of Archives
— Head of one Divisional Library
— Information System Manager
— User Support Manager
— Information Systems Manager
— University Press representative
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Policy Issues to Consider

Three kinds of policies

— Policies that your project team can resolve internally — for example, a
list of supported formats.

— Policies related to library policies — such as collections or access to
collections.

— Policy decisions related to the university’s policies — user
authentication and identification, privacy policies, theses, etc.
 Three broad categories
— Content — formats, kinds of content you’'ll collect, etc.

— Collections — what constitutes a collection, how collections are
managed and administered

— Copyright — intellectual property agreements and rights issues
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Policy Checklist

What types of materials will be accepted into the repository?
Whose work can be included in the repository?

What are the categories of content that need policy
statements, such as theses, educational materials, etc.

Are student projects accepted, or only faculty-created
content?

Criteria for determining what constitutes a collection in the
repository. Who determines, sets, and authorizes
membership?

Fee vs. Free Access. Are there areas of your system that
you will charge users to access?
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Policy Checklist (Cont.)

How Is your repository structured — around individual faculty
or authors, or by department, research division, etc. Are
collections of content built around an academic department
or an individual?

Do you have contingency plans if a department or research
center on which a collection is bullt, ceases to exist?

General rights and responsibilities of libraries and those who
create collections of digital content.

Content guidelines for submission and organization.
Privacy policy for registered users of the system.

Theses. Will you collect and preserve online theses? Who
owns the copyright to the theses at your institution?
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Policy Checklist (Cont.)

Restricting Access. Patent issues may require that some theses be
unavailable for a period of years. Other contributors may wish to limit
access to their content.

Downtime. What level of downtime is acceptable for your system?

Licensing. You may need to consult your university’s copyright officer on
content licensing issues.

Preservation formats. Which formats are supported, and to what degree?
Withdrawal of items. Can items ever be deleted, or only hidden?

Metadata. Who is authorized to enter metadata? Only library staff or
faculty and contributors?
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Sample Policies

Archive of European Integration http://aei.pitt.edu/

California Digital Library (CDL) at the University of California
http://repositories.cdlib.org/escholarship/policies.html

DSpace at MIT http://libraries.mit.edu/dspace-mit/mit/policies/index.html

Hong Kong University of Science & Technology
http://library.ust.hk/info/repository.html

National University of Ireland http://eprints.may.ie/fags.html

Open University of the Netherlands
http://dspace.learningnetworks.org/index.jsp

E-Print Repository at Queensland University of Technology
http://www.qut.edu.au/admin/mopp/F/F 01 03.html

University College London IPR policies
http://www.ucl.ac.uk/Library/scholarly-communication/ipr.htm

Theses Alive! project at Edinburgh University Library
http://www.thesesalive.ac.uk/ta _submitters fag.shtml
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Policy Consideration

Content and Collection Policies
Submission Process

Copyright and Licenses
Metadata

Privacy Policies

Service Policies
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Content Policies

How will your collections be organized? For example, will
content be grouped by academic department, by subject, by
type (theses, etc.)?

What constitutes a collection?
Who determines and authorizes submitters?

What are your contingency plans if a department ceases to
exist?
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Content Guidelines

What types of content will the

repository accept?

Technical Reports
Working Papers
Conference Papers
Preprints, “Postprints”
Books

Theses

Datasets

Learning objects

Digitized historical objects

Who can submit content: faculty,
staff, students, etc.?

Must the work be education or
research-oriented?

Does the work have to be in
digital form?

Will the repository accept peer-
reviewed content only, or is non-
peer-reviewing content allowed?

Does the work have to be in
finished form, ready for
distribution?
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Content Guidelines (Cont.)

Does the author or owner have to grant the service the right
to preserve and distribute the content?

If the work is part of a series, must other works in that series
be contributed as well?

Which document types will you accept?

— Text, Images, Audio, Video, etc.

Which document formats will you accept? Will you offer
preservation for any of these formats?
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Submission Procedures

Is there an approval process for content being submitted?

Are submitters notified of an item’s progress in the
submission process?

Are there content size limits for individual items, individual
faculty members, or collections?
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Intellectual Property Rights (IPR)

Must content submitters own copyright for submitted content?

What policies do you need for author permissions and
licensing terms?

Do you require copyright transfer for submitted items, or do
you want only a non-exclusive right to distribute the work?

Who is responsible for ensuring compliance with publisher
copyright issues?

At your university, who holds the intellectual property rights
for faculty research, course materials, etc.?

What are your existing IRS agreements with faculty?
Who owns the copyright to theses at your university?
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Metadata

Which metadata standards will you use or support? (This
may depend on the software platform you use.)

Who is authorized to enter metadata? Only library staff or
faculty and content contributors?

Who determines if the metadata meets the service’s quality
standards?

Who can correct mistakes or errors in metadata?
Is there an approval process for metadata?

86



User and Privacy Policies

Will you have a user agreement with end-users of the
system?

Will you institute a privacy policy for those who register with
the system?

Will you authenticate users of the system?
Will you allow limited access to certain items?
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Additional Service Policies

* Preservation Formats: Which formats are supported, and to what degree?
« Withdrawal of Items

Will you provide for withdrawal of items?

Does withdrawal mean deletion?

Are there circumstances that would warrant deletion of an item from the
repository?

If you allow withdrawal from public view (without deletion), how will you

handle the metadata? Will there be some information for end-users saying
that the item was withdrawn?

The following are potential provisions for withdrawing items:
 Removed from view at request of the author.
 Removed from view at the university’s discretion.

« Removed from view at the library’s discretion.
« Removed from view by legal order.
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Additional Service Policies (Cont.)

e General
— Define the general rights and responsibilities of libraries and
collections in the service.
 Paid Access
— Fee vs. Free Access? Are there areas of the system that users need
to pay to access?
e Backup and Recovery
— What level of downtime is acceptable for the system?
— How secure must content be?

— What guarantee do you offer to content submitters regarding backup
and recovery?

89



Guidelines for Cost Modeling for IR
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Overview

« Describe the primary cost factors and issues to consider
when building a budget or cost model for your institutional
repository service

e Your cost categories will depend on the size and scale of
the service

 Here includes cost modeling information for a variety of

scenarios — for those building a small-scale service using
existing staff, as well as more complex services
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Guidelines for Cost Modeling for IR —
Strategies for Building an IR
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Strategies for Building an IR

Build your own using open source software

Join other universities in a consortium to build and run
Institutional repositories on a central technology platform

Outsource the tasks of building and running the hardware
and software to a commercial service provider

Use a hybrid approach

Choose the method or strategy that works best for you
after determining your service definition and the features
you need to support it

No Easy Answers
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Each Unique Service Has
- Unique Costs

Aspects that affect your service’s direct costs
— Content

— User communities

— EXisting resources

— Service size and scale

— Service maturity — startup, growth, and maturity phase each bear
different costs

* The service maturity has a tremendous impact on costs

e Indirect costs

— Strategic planning — ongoing development of the service may or may
not be directly related to feature development in the system

— Support staff — the need for library staff to work as faculty liaison may
also develop over time
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Costs by Activities

 One method to account for the costs of building an
Institutional repository is to factor costs based on activities
you and your staff need to perform to implement the service
— Marketing
— System support
— Content acquisition
— Training

95



How Technology Choices Impact
et (COStS

The technologies, hardware, and software you use to build an IR are a
significant cost factor for your service

Whether you build the service in house or buy software and services
from an outside vendor, the cost of building and maintaining a complex
service will be central to your cost model

Whether you use open source software, buy commercial software, or
contract out for software and services, you still need to develop a
service definition, create policies, market the service at your university,
work with faculty and submitters, maintain quality control, and do long-
range planning for the system

For open source software, you may need to customize the user interface
and provide other programming and software development efforts to set
up and run the software
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»u. Example: Contracting for

;HEE%}

e SoOftware and Services

Vendor support

System support and
maintenance

System equipment
Software systems

Technical training for library staff
and content submitters

Batch ingest and bulk loading
Metadata creation
Technical support

In-house
— Strategic planning
— Marketing

e Developing marketing
materials

» Marketing activities, in
house and external

e Public relations and
communications

— Policy Development
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Additional Consideration

Library visibility in the community
— IR can be used to showcase the library on campus as much as they
can for showcasing the university’s research to the world
— Outsourcing services such as marketing your IR, or content hosting
may lose library’s awareness
Loss of customization

— With collaboration or outsourcing, you may lose the ability to make
the best decisions for your community
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Additional Consideration (Cont.)

Exit strategy

— What if the technology platform, or the project itself, fail to reach
maturity

 If you choose a software platform, you might consider the
potential costs and complexity should you need to migrate or
close your service at some point

 |f you choose a software service provider, you might consider
strategies in the event your service provider ceases operation or
shifts its direction or business operations away from the current
platform
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> Benefits to Developing an IR On-
Site

Increased visibility to the Library in the university community
Complete customization of policies and user interface
Responsiveness to local user needs and preferences

Increased contact with constituents — your team helps them
build online collections/communities, not outside consultants

Continuity of development, management, maintenance
Control of content
Ownership of system
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Guidelines for Cost Modeling for IR —
Budget Inputs
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Overview

It is important first to define your IR’s service model in order
to estimate costs, although this may necessarily be an
iterative process

It may be impossible to plan a service without knowing how
much it will cost

Creating a cost model is an iterative process

Specific data that you need to gather include the following
COst categories:

— Staffing

— Overhead

— IT Systems: Hardware and Software

— Services
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Staffing

« Staff may logically be categorized as
— Having direct responsibility for the daily operation of the service

— Having a job that will significantly be altered because of the new
service

— No impact
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Overhead or Indirect Costs

* Once all your staff costs have been identified, you can begin
to consider the indirect costs associated with their
employment

— Office space

— Utilities

— Supplies

— Professional development expense
— Training materials

— Marketing materials
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System Equipment

 The systems and equipment costs
— Software costs (one-time and ongoing)
— Hardware, servers, etc.
— Operations staff
— Programming staff (if necessary)
— Backup and recovery
— Preservation
 Ask a RFP from the IT experts according to the service
definition and associated requirements you determined in

Service Definition

e Once existing resources are evaluated, then you can
approach outside vendors for additional purchases or
estimates of future costs
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Service Costs

* |t may be necessary or advantageous to contract with other
services on campus for some support aspects of the

service

— The server on which the repository is run may reside outside of the
library in an information services or campus computing department

* |tis likely that there would be a fee charged for the space and
some other support such as tape backups, or system monitoring

o Cost-Recovery Services

— To balance the costs of running an institutional repository, some
services offer premium services on a cost-recovery basis

— Basic services might be free, but adding additional services might
cost extra
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Budget Impact

o At MIT, the team classified costs in distinct categories

— Incremental costs: the essential costs to delivering the service in the
way the team envisioned it

— Principal costs: the cost of the enhancements above a bare-bones
Implementation

* Travel and professional development, additional time spent by
different members of the library staff to increase understanding
and awareness of the service

— Comprehensive costs: the cost to capture all of the costs associated
with contributions from existing staff and to demonstrate the value
associated with building the service within an existing organization

such as the librar
Y How much additional funding

will be necessary to make it work today
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Budgeting Over Time

e As you determine your cost model, you may need to revise
the model as you move through the following phases for the
service: Start-Up, Growth, Maturity

« Completing at least a skeletal plan for each stage can help
manage the costs over time — for example by avoiding the
purchase of new equipment that will be rendered
Inadequate long before it is obsolete

 The cost model should be viewed as a work in progress with

regularly scheduled reviews to track the validity of the
growth scenario
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Types of Costs
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Separating Costs by Activities
Categories (Part)
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Tracking Revenue for Services
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Key Questions for Cost Modeling

Will we need additional administrative assistance to support
new personnel?

Will we need specialized space or equipment to support the
program?

— Help line phone capabilities

— Special power supply/security for server room

— Special equipment to alert if server fails

If yes, what will be the installation availability and costs?

What pay grade is necessary to support specialized skills of
new employees?

What training does existing staff need?
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Key Questions for Cost Modeling
(Cont.)

What impact will the program have on existing library staff?
What impact will the program have on existing support staff?
How can we account for overhead?

If we are to offer for fee services — what are our revenue
projections for those services?

What changes would we need to make if the service grows
faster than we expect?

How can we reduce costs if the service grows more slowly
that we expect?
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Key Questions for Cost Modeling
(Cont.)

How can we account for preservation expenses?

What activities or services are we willing to forego in order
to support this service with existing staff?

What costs can we share with other universities?

What costs can we share with other university communities
or departments?

What outside resources/services might we want to contract
for?
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Key Questions for Cost Modeling
(Cont.)

For Collaborators:

— What costs will we incur in the event that our collaborators decide to
discontinue the relationship?

— What costs will we incur if we decide to “go it alone?”
For Commercial Services

— What costs will we incur if the service is changed or discontinued?

— What costs will we incur if we are forced to suffer a break in service
while we transition?
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Key References

Digital Preservation Coalition (http://www.dpconline.org/graphics/ )

Crow, Raym. (2002) The Case for Institutional Repositories: A SPARC
Position Paper, Washington, DC: Scholarly Publishing & Academic
Resources Coalition.

http://www.arl.org/sparc/IR/IR Final Release 102.pdf

Lynch, Clifford A. "Institutional Repositories: Essential Infrastructure for
Scholarship in the Digital Age" ARL, no. 226 (February 2003).

— http://www.arl.org/newsltr/226/ir.ntml
SHERPA (http://www.sherpa.ac.uk/documents/ )
SPARC Europe (http://www.sparceurope.org/index.html )
Library Technology reports 40, no. 4 (July-August 2004)

Project ROMEO
(http://www.Iboro.ac.uk/departments/Is/disresearch/romeo/ )
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See Institutional repositories In
action

« ePrints list of UK repositories
— http://www.rdn.ac.uk/projects/eprints-uk/repositories/

 The Open Archives Forum, List of Repositories
— www.oaforum.org/oaf db/list db/list repositories.php

« SPARC Europe, list of European institutional repositories
— http://www.sparceurope.org/Repositories/index.html#Europe
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Sample Needs Assessment
Questions
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Sample Needs Assessment
Questions

Which college or faculty are you affiliated with at the
university?

How long have you been at the university?
Are you a tenured academic?

How important to you are the following statements about the
benefits offered by an institutional repository. “An
Institutional repository would be a valuable tool if it could...”

— Make preprint versions of my research available to a worldwide
audience.

— Make my research available faster than the traditional publishing
process.

Adapted from a survey used by the DSpace team at MIT



Sample Needs Assessment
Questions (Cont.)

 How important to you are the following statements about the
benefits offered by an institutional repository. “An
Institutional repository would be a valuable tool if it could...”

Make available types of materials that have not been made available
through the traditional publishing process, including large datasets
and rich media formats such as audio, video, and graphic images.

Make my research available with very little effort on my part and
without my having to maintain a website of my own.

Provide long-term preservation of my digital research materials.
Make it easy for other people to search for and locate my work.

Allow me to search for the most current findings of my colleagues
throughout the university.

Preserve the research of the university in a convenient, central place.

120



Sample Needs Assessment
Questions (Cont.)

What digital formats do you use to
create your research materials,
conference materials, or other
scholarly communication?

— Data formats

— Source code

— Binary formats

— BinHex format

— Postscript formats

— Video formats

— Graphical image formats
— Audio formats

— Text formats

— Page description formats
— Microsoft Office Suite formats
— Other

Which formats would you likely
submit to an institutional repository?

— Data formats

— Source code

— Binary formats

— BinHex format

— Postscript formats

— Video formats

— Graphical image formats
— Audio formats

— Text formats

— Page description formats
— Microsoft Office Suite formats
— Other
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Sample Needs Assessment
Questions (Cont.)

If you distribute preprint articles,
how do you distribute them?

Post them to my own website.

Post them to my department’s
website.

Post them to a discipline-specific
preprint site.

Send them out by email.
Mail out paper copies.
Other, please specify

How many peer-reviewed
articles, conference papers,
datasets, or other types of
scholarly communication do you
typically author or coauthor
annually?

— 0-1 per year

— 2-4 per year

— 5-7 per year

— 8-10 per year

— Greater than 10 per year
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Sample Needs Assessment
Questions (Cont.)

« Which of the following typically apply when you submit an
article or other work for publication? (Select up to three of
the most common requirements you have.)

— | surrender the copyright of all submitted materials to the publisher.
— | pay a flat fee to submit materials.

— | am required to pay page charges.

— Neither the article nor any part of its essential substance, tables, or
figures may be published or submitted elsewhere before submission

to the publisher.
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Sample Needs Assessment
Questions (Cont.)

« Which of the following typically apply when you submit an
article or other work for publication? (Select up to three of
the most common requirements you have.) (Cont.)

— Preprints may be posted on recognized preprint servers if the server
IS identified to the editor upon submission of the paper, or with other
minor restrictions.

— | retain the right to post the final work on the web.
— | retain the right to use the published materials in the courses | teach.

— | don'’t typically get engaged in the submission process, so | am
unfamiliar with its requirements.

— Other
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Sample Needs Assessment
Questions (Cont.)

e Overall, how interested are you in using an institutional
repository when it becomes available at this university?
— Extremely interested
— Somewhat interested
— Neither interested nor uninterested
— Not very interested
— Not at all interested
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Sample Needs Assessment
Questions (Cont.)

« My concerns about submitting to an institutional repository
Include: (Select your top three concerns.)

— | worry it might constitute prior publication and prevent me from
submitting my work to journals.

— | am hesitant to submit my work to a repository that does not have a
formal review policy or other quality control process.

— | prefer that only my formally published works be available for public
consumption.

— | am hesitant to assign distribution rights for my scholarly works to
the university.

— | would be worried about the risk to the patentability of my ideas.
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Sample Needs Assessment
Questions (Cont.)

My concerns about submitting to an institutional repository
Include: (Select your top three concerns.) (Cont.)

— | am concerned that works submitted to an institutional repository will
not have citation value and will not count towards tenure.

— | am uncomfortable using electronic resources such as word
processors, spreadsheets, the Internet, and email.

— | already submit to a preprint server.
— Other
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Sample Needs Assessment
Questions (Cont.)

* The university library is considering expanding its basic
Institutional repository service to include some custom and
consultative services. Please indicate your interest in using
the following services:

— Personalized information services
— Customized reporting services

— Publishing services

— Digital conversion services

— Reformatting services Might or might not use
— Reformatting consulting

— Collection administrative services
— Metadata consulting Definitely would use
— Metadata services

— Batch import services

Would not use

Probably would not use

Probably would use
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Sample Needs Assessment
Questions (Cont.)

Who in your department typically
makes the purchasing decision
for services such as those listed
In the question above?

— Individual academics

— Head of the lab, center, or
department

— Department administrative
officer

— Other

How do you get most of your
Information about university
programs or initiatives?

— University newspapers

— Student newspapers

— University website

— Faculty newsletters

— Departmental newsletters
— Local newspaper

— Other, please specify:
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Sample Job Descriptions
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User Support Manager

* Reporting to the library’s Assistant Director for Technology

director, the User Support Manager has primary
responsibility for managing the communication with and

support of the institutional repository’s users, and
particularly those users adding content to the system.

e This position requires a knowledgeable, enthusiastic, and
self-motivated individual.
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Responsibilities of User Support
Manager

Take primary responsibility for all aspects of the system’s user
management.

Perform user training for library staff and content contributors.

Provide expertise and assistance to the library’s public services staff in
their support of IR end -users.

Coordinate and manage the definition and setup of new IR content
groups, and coordinate and communicate with library subject specialists.

Perform outreach to university community, including site visits to
academics and open training sessions.

Make recommendations on new functionality to IT systems
programmers based on feedback from academics, submitters, and
library staft.

Work with public relations organizations to publicize the institutional
repository service.
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Responsibilities of User Support
Manager (Cont.)

Coordinate importing of historical collections with the System Manager,
Including collection assessment, metadata consulting, conversion
referral, and developing metadata crosswalks if necessary.

Provide consultation on university policies and legal and regulatory
Issues related to intellectual property and sponsored research as they
relate to the institutional repository service.

Work on projects and teams with library and other groups at university
who are closely aligned with IR services (such as a Metadata Advisory
Group, online education initiatives, etc.).

Chair the Service Advisory Group and participate in the Policy
Committee.

Additional responsibilities
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Qualifications of User Support
Manager

Master’s degree in library science, or equivalent experience

Experience with using, and helping others in an academic setting to use
web-based software

Extensive knowledge of library practices and goals, especially with
regard to technology

Working knowledge of web-based publishing tools and practices (such
as HTML)

Excellent written and oral communication skills and interpersonal skills

Understanding of library mission and ability to communicate system
mission and functionality clearly to key library staff and users at the
university

Additional qualifications
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Other Experience Desired for
User Support Manager

Experience supporting complex library systems

Knowledge of the university community and research
Interests

Additional experiences
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Information Systems and
Technology Manager

* Reporting to the library’s Assistant Director for Technology,
the Information Systems and Technology Manager has
primary responsibility for all aspects of the technical
management of the institutional repository.

* The position requires a knowledgeable, enthusiastic, and
self-motivated individual.
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Responsiblilities of IT Manager

Hold primary responsibility for all aspects of the system'’s technical
management.

Coordinate related work by the Libraries’ Systems Office and IS staff,
including training.

Contribute bug-fixes and other enhancements to the systems developer
If applicable. (For open source systems, primarily.)

Perform system monitoring, testing, and debugging.

Provide system administration.

Monitor and upgrade utility programs and middleware.

Develop approved system enhancements.

Manage hardware contracts and system administration tasks for IR
servers, documenting operational issues

Participate in projects and teams working on activities related to the IR
service.

Additional responsibilities
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Qualifications of IT Manager

Master’s degree in computer or library science, or
equivalent experience

Experience programming (generally speaking, Java) and
managing code written by others

Understanding of network (especially web) development
ISsues

Experience with Unix systems and basic system
administration skills

Additional qualifications
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Other experience desired for IT
Manager

« EXperience with Open Source development projects and
procedures by which source of a project is shared with the

community. (For open source projects only.)
o Additional experiences
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Requirements Document for IR
Software Systems
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Requirements Document for IR
Software Systems

Product Distribution

— Open Source or Proprietary

— Type of purchase plan (free or commercial, one -time or renewable
license)

— Is remote hosting available?

 Programming and Customization

— Documented API which allows the university’s programming staff to
customize and extend the software platform’s features (applies to
Open Source systems and proprietary)

— What features have API’s (e.g., user interface)?
— If Open Source, what programming language?
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Requirements Document for IR
Software Systems (Cont.)

* File Formats Accepted
— Text (documents, theses, books)
— Images
— Datasets
— Video
— Audio
— Computer programs
— CAD/CAM
— Databases
— Complex/multi-part items
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Requirements Document for IR
Software Systems (Cont.)

e Technical Features
— Persistent identifier (CNRI handles, etc.)
— Workflow for content approval, submission
* Flexible
o Multi-step
* Roles-based
» Centralized or decentralized submissions
— Versioning (over-time, different formats)
— Search engine/full-text search
— Metadata browse, search and sort features
— Content management features (e.g., preservation)
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Requirements Document for IR
Software Systems (Cont.)

Technical Features (Cont.)
— User authentication and authorization:

 Back end - content contributor, editor, administrator, metadata
editor

* Front end — content to end users
— Support for multiple languages in search, user interface
— Bulk importing and exporting of data
— Single submission consisting of several related digital objects
— Real-time updating and indexing of deposits
— Rendering of non-web formats
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Requirements Document for IR
Software Systems (Cont.)

» Metadata Standards

— Descriptive
— Technical

— Preservation
— Rights

» Interoperability

— OAl-compatible
— Z239.50 or SRW

— METS (or other packaging
standards such as IMS CP)
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Requirements Document for IR
Software Systems (Cont.)

System Administration

User Management
Adjustable user permissions

Supports user authentication
(x.509 or LDAP)

Registration, roles-based
security, authentication,
authorisation, etc.

Reporting features
Logging features
Scalability

Clustering with automatic fail
over

Backup and recovery

System Configuration/
Constraints

Operating Systems supported

Database(s) supported (Specify
if database is included with
system)

Other 3rd party software tools
required? (especially
commercial products)

Recommended hardware
configuration

Is client software required other
than web browser?
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Requirements Document for IR
Software Systems (Cont.)

Technical Support

Paid/non-paid

By phone

By email (direct)

By open email distribution list

Are paid consultants available
from software development
organization to help with
implementation?

Technical Documentation

— Full Documentation available
— Online Help

— System documentation

— Programming documentation, if
applicable

— Are sample configuration files
supplied with system?

Additional Factors to Consider
Reference Sites
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