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About This Document 

This document provides an overview of the Alma-Discovery cohort implementation process. 

(Discovery refers to the end user discovery system you have chosen to implement with Alma: 

Primo VE or Summon). 

Note: Summon as a front-end discovery systems for Alma is available only for existing Summon 

customers. All other customers will implement Primo VE, including current Primo customers. 

The purpose of this document is to provide you with an understanding of the implementation 

project, and describe mutual responsibilities and expectations during cohort implementation. 

The implementation project is an exciting and intense period, requiring full and mutual 

engagement on the part of Ex Libris and the customer. Working together, you will complete the 

project with a production-ready Alma-Discovery implementation. 
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Introduction 

Alma-Discovery cohort implementation is an exclusive implementation strategy reserved for 

academic libraries which share a particular profile, and have signed a contract with Ex Libris for 

Alma and Discovery products. The strategy is called “cohort” because it leverages the power of 

teamwork: several small libraries group together to implement Alma and Discovery, sharing a 

common project plan and implementation timelines: 

 The scope of the cohort implementation is tailored to the needs of academic libraries and 

may not suitable for very large, very complex or non-academic institutions.  

 The cohort implementation project is planned to be five months in duration (From Kickoff 

to Go Live). All participating libraries in a given cohort share same milestone dates and go 

live at the same time. 

 

As part of a cohort implementation, you benefit from the experience and expertise of your cohort 

peers. You can share information about data migration, policy set up, integration strategies, and 

workflow simplification. Since cohort peers share similar profiles, the challenges you encounter will 

be similar to those of your peers. During implementation, you build a collaborative relationship 

with your peers that can continue after Go Live. 

Ex Libris announces the yearly schedule for cohort implementations in advance. As the manager of 

an academic library, you may be eligible to participate in an upcoming cohort implementation 

project. 

Ex Libris experts offer assistance with any issues you may encounter during the implementation 

process. To perform the initial technical work for your library, Ex Libris staff members apply the 

knowledge they have gained, and best practices they have developed, through hundreds of 

previous, successful projects. 

 Ex Libris assigns a project manager, implementation and migration experts to guide you 

through the entire implementation process to its successful completion.  

 Ex Libris performs the data migration, configuration, and other implementation tasks, based 

on your input. 

 Ex Libris provides web-based training throughout the project and several weekly calls, as 

required.  For a detailed list of training offered by Exlibris, see the Ex Libris Alma Education 

Catalog. 

https://www.google.co.il/url?sa=t&rct=j&q=&esrc=s&source=web&cd=1&cad=rja&uact=8&ved=0ahUKEwiDw_OL2uTXAhXLxqQKHRc4BiQQFggoMAA&url=https%3A%2F%2Fknowledge.exlibrisgroup.com%2F%40api%2Fdeki%2Ffiles%2F57289%2FEx_Libris_Alma_Education_Catalog.Aug2017.pdf%3Frevision%3D1&usg=AOvVaw0XC6Vmtp9cSgFejPYQYO_O
https://www.google.co.il/url?sa=t&rct=j&q=&esrc=s&source=web&cd=1&cad=rja&uact=8&ved=0ahUKEwiDw_OL2uTXAhXLxqQKHRc4BiQQFggoMAA&url=https%3A%2F%2Fknowledge.exlibrisgroup.com%2F%40api%2Fdeki%2Ffiles%2F57289%2FEx_Libris_Alma_Education_Catalog.Aug2017.pdf%3Frevision%3D1&usg=AOvVaw0XC6Vmtp9cSgFejPYQYO_O


 
  6 

Cohort Implementation Lifecycle 

The implementation includes Ex Libris’ Alma and Primo VE. If you already use Primo or Summon, 

the implementation includes the integration of Primo VE or Summon, respectively, with Alma. 

Note: The detailed Alma-Discovery cohort implementation plan indicating the major milestones 

serves as a commitment for the customer and Ex Libris to allocate all relevant resources, complete 

assigned tasks, and meet agreed upon deadlines. 

Cohort Implementation Methodology 

The cohort implementation methodology is a framework of phases, tasks, and milestone dates 

based on best practices and years of Ex Libris Professional Services experience. The methodology 

enables management of mutual expectations and responsibilities, which is critical to the success of 

Alma and Discovery implementation. 
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Onboarding: Preparing for Implementation 

Soon after signing a contract with Ex Libris, cohort customers receive a welcome kit from the 

Professional Services Team which includes a series of guides, recorded sessions, and getting started 

documents to help both library and technical (IT) staff prepare for Alma and Discovery 

implementation. 

The Professional Services Team will schedule a call with the customer and assign a mutually 

agreeable project slot. The Professional Services Team accompanies the customer until closer to the 

project kick-off, at which time Ex Libris responsibility for the project is passed to a specific Project 

Implementation Team. 

During the Onboarding phase, the customers should: 

 Identify project stakeholders and define project teams (organizational planning) 

 Review their existing workflows and data. Recommendations for specific areas of review 

are contained in a separate document 

 

A month before implementation starts, the Ex Libris cohort project manager will contact the 

customer project leaders to schedule next steps (e.g the cohort kickoff meeting), which leads to the 

next phase of the project. 

Cohort Implementation – A Phased Approach 

Ex Libris Professional Services follows an implementation approach that pairs an Ex Libris project 

team with the cohort team members. The three key phases of implementation – Define, Build, and 

Deploy – are detailed below. 

The key to success is cooperation and collaboration between the cohort members with regards to 

sharing information, solutions and challenges. 

Cohort status meetings take place throughout all phases of the implementation to help ensure 

progress and accuracy and will be coordinated by the Ex Libris cohort project manager. 

Phase 1: Define 

The Define phase starts with the cohort kickoff meeting.  

At the cohort kickoff meeting, the Ex Libris and the cohort teams review all project stages, roles, 

and responsibilities as defined in the project plan. 

During the Define phase, Ex Libris performs customer environment provisioning on both sandbox 

(training and testing) and production environments, and provides the customer access to the Alma 

Standard sandbox that includes Ex Libris standard data and configuration. At this stage, we require 

the customer project team to proceed with Alma training, which includes a series of recorded 
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sessions. These training sessions provide the customer project team with an introduction to Alma 

concepts as well as the background for understanding the main Alma workflows. 

Alma training also includes administration fundamentals training, short recordings that provide 

the background for Alma configuration, and support informed implementation decisions for Alma 

workflows. Following completion of this training module, the customer will be granted access to 

configuration on the sandbox environment. 

During the Define phase, Ex Libris will proceed with extracting the data from the customer’s source 

systems for migration to Alma. 

The Define phase is completed with the production environment being configured based on 

customer input and a test load of the migrated data. 

Phase 2: Build 

The Build phase starts by providing the customer access to their Alma production environment. 

The Alma production environment contains the customer’s data, as migrated from their legacy 

system. The system is delivered pre-configured, based on input provided by the customer during 

Phase 1: Define. 

In addition to ongoing customer training, the primary focus of the Build phase is on customer 

testing of data, configuration and workflows adjustments. 

 Data migration issues are reported and resolved in preparation for the second and final cut-

over migration, which will replace and refresh data from the initial test-load migration. In 

this respect, the Alma production environment serves as a testing ground, allowing the 

customer to become familiar with Alma using a copy of their own data. 

 Configuration is modified and refined on an ongoing basis throughout this phase of the 

project in response to customer input. 

 

In addition, during this phase, the Alma environment is integrated with the discovery and delivery 

interface. The discovery system is released for the review and feedback of the customer. It is 

recommended that the cohort customer project leaders involve public services staff to enlist their 

review and feedback. 

Cohort office hours and Q&A sessions will take place between the Ex Libris project team and 

customer functional experts.  

During this period, the cohort customer project team, together with the Ex Libris project team, 

review the list of third-party integrations that are required to be in place for Alma Go-Live. The 

customer then proceeds with the setup of these integrations later on in the Build phase of the 

project, using the Ex Libris project team guidelines as required. 

During this phase, the customer works on the Alma production environment and discovery 

environment with institution-specific migrated data and configuration. The Ex Libris project 



 
  9 

implementation team works with the cohort project teams and verifies that Alma is configured and 

functions in line with each customer’s workflows.  

Before the Go-Live date, the customer enrolls in the certification training course, with the goal of 

taking over the administration of Alma. Ex Libris requires each institution to have at least one staff 

member certified. This staff member can then submit support cases relating to configuration issues 

following the transition to Ex Libris Customer Support. Once the customer is live with Alma and 

certified, Ex Libris will grant access to Alma configuration on the production environment and the 

customer will be able to perform configuration fine-tuning as required by the institution. 

Any identified migration modifications are documented and applied to the cutover data load.   

During this phase, the customer is also expected to prepare and perform internal staff training. 

The Build phase is completed with a customer freeze of the source systems. Ex Libris then performs 

a cutover data load. 

Phase 3: Deploy 

Day 1 of the Deploy phase is the customer Go-Live date on the production environments. 

Throughout the Deploy phase (which extends for four weeks), the Ex Libris project team is 

available to address any issues, and support the cohort customer’s staff through their first steps 

with Alma in production. During this period, cohort office hours and Q&A sessions between the 

customer and Ex Libris project teams will continue. 

Upon conclusion of the Deploy phase, the cohort is formally transitioned to the Ex Libris Customer 

Support team for ongoing support. The cohort implementation project is considered complete upon 

the conclusion of the Deploy phase. 

Life in Production: After the Implementation Project 

A customer’s relationship with Ex Libris does not end with the Go-Live of Alma. Rather, Ex Libris 

is committed to ensuring that a customer’s needs continue to be met. 

Our dedicated Ex Libris support team is available to assist customers with any product-related 

issues that they cannot resolve on their own. This includes robust self-service online help tools as 

well as direct interactive assistance using the CRM for logging and receiving updates on cases 

submitted. The CRM can be accessed from the Ex Libris customer portal. 

Customer Education 

Training is provided throughout the entire implementation lifecycle and beyond as an integral part 

of the project lifecycle. Ex Libris provides training to the core customer project team as discussed 

above, in all three phases of the implementation project. Additionally, on-demand recorded 
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sessions are available throughout all phases of the implementation project and post Go-Live using 

the Ex Libris Knowledge Center, the Ex Libris online training and documentation management 

system. A significant part of the training can be done at the customer's own pace. Training is 

reinforced with tutorials, comprehensive user guides, and context-sensitive online help.  

Each Alma monthly release includes videos of the release highlights, and customers are invited to 

the Alma ‘Ask the Expert’ sessions that allow customers to ask questions about using the Alma 

system and incorporating best practices. Customers may register new staff members for the 

Administration Certification course, for example if a new system administrator has joined the 

library staff. 



 
  11 

Cohort Implementation Project Details 

This section provides additional detail regarding Alma - Discovery cohort implementation. 

High-Level Sample Project Plan 

The following diagram presents a high-level time chart of the cohort implementation project flow: 
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Weekly Activity Table 

The following table provides additional detail regarding typical project activities to help you begin 

to plan and prepare for your Alma and Discovery cohort implementation project. A detailed project 

plan, including specific start and finish dates for each step, is presented at the project kickoff 

meeting. 

 

 

Pre-requisites  In 

cohort 

group 

Per 

Customer 

Activity Week # 


  Cohort Kick-off Week 1 

Goal Setting 

and 

Introduction 

to  

Configuration 

/ Migration 

Inputs 

A welcome kit is 

sent  a month  prior 

to kickoff


  

Introduction to Mandatory Project 

Inputs cohort session 

 
 

 
Access to Alma and Primo VE Sandbox 

Environments 

 
 

 
Alma Training & Introduction to 

Discovery (Online training) 



  

Functional Call – Training Review, 

Highlights, Q&A 

  
 Alma Training - Cont. Week 2 

Training 

 

 




  

Functional Training Call – Review, 

Highlights, Q&A 

Alma Integration 

Form


 
Standard Integrations setup - Start 

Alma Migration 

Form, Link Resolver 

Form, P2E Form 

 
 

Migration - Submit Draft Inputs  Week 3 

Training and 

Migration 

 Alma Training - Cont. 

 


Functional Training Call – Review, 

Highlights, Q&A 

  
 Standard Integrations setup – Cont. 

Alma Migration 

Form, Link Resolver 

Form, P2E Form 



Migration - Submit Final Inputs  Week 4 

 Training and 

Migration 

  Alma Training - Cont. 
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Functional Training Call – Review, 

Highlights, Q&A 


 Standard Integrations setup – Cont. 
 Configuration -  Begin work on Inputs Week 5 

Training and 

Configuration 

 




  

Alma Certification Training - Start 

(Online Training) 



  

Functional Training Call – Review, 

Highlights, Q&A 


 Standard Integrations setup – Cont. 

 Alma and Discovery 

Configuration Forms 


 
Configuration -  Submit Draft Inputs Week 6 

Training and 

Configuration 

 

 

 Alma Certification Training - Cont. 
Cohort Office Hours / Q&A sessions 
Standard Integrations setup – Cont. 

Alma and Discovery 

Configuration Forms


 
Configuration -  Submit Final Inputs Week 7 

Training and 

Configuration 

 


  Alma Certification Training - Cont. 

 Cohort Office Hours / Q&A sessions  
 Standard Integrations setup – Cont. 



  

Delivery of Test Load Alma & Primo 

VE Production Environments 

Week 8 

Workflows 

and 

Configuration  

Alma Certification Training - End  




Alma & Discovery Data and 

Configuration Review: testing / 

feedback / adjustments - Start  
 Cohort Office Hours / Q&A sessions 
 Standard Integrations setup – Cont. 



 

Alma & Discovery Data and 

Configuration Review: testing / 

feedback / adjustments - Continue 

Week 9 

Workflows 

and 

Configuration  

 


  Cohort Office Hours / Q&A sessions 

  
 Standard Integrations setup – Cont. 

 


Delivery of Test Load Summon 

Environment 

Week 10 

Workflows 

and 

Configuration  

 

 



Alma & Discovery Data and 

Configuration Review: testing / 

feedback / adjustments – Continue 
 

  Cohort Office Hours / Q&A sessions– 
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 Status Meeting:  Standard Integrations 

setup;  Go Live readiness check list  




Alma & Discovery Data and 

Configuration Review: testing / 

feedback / adjustments – Continue 

Week 11 

Workflows 

and 

Configuration  

 


  Cohort Office Hours / Q&A sessions 


 Standard Integrations setup – Cont. 





Alma & Discovery Data and 

Configuration Review: testing / 

feedback / adjustments – Continue 

Week 12 

Workflows 

and 

Configuration  Alma Data Review – End 


  Cohort Office Hours / Q&A sessions 
 

 Standard Integrations setup – Cont. 



 

Alma & Discovery Configuration 

Review: testing / feedback / 

adjustments – Continue 

Week 13 

 Workflows 

and 

Configuration 
  Cohort Office Hours / Q&A sessions 

 
 Standard Integrations setup – Cont. 

 



Alma & Discovery Configuration 

Review: testing / feedback / 

adjustments – Continue 

Week 14 

 Workflows 

and 

Configuration  
  Cohort Office Hours / Q&A sessions 

  Standard Integrations setup – Cont. 
 Alma Staff training - Start– Week 15 

Workflows 

and 

Configuration 

 

 
 

Alma & Discovery Configuration 

Review: testing / feedback / 

adjustments - Continue 

 
  Cohort Office Hours / Q&A sessions  

 
 

Status Meeting:  Standard Integrations 

setup;  Go Live readiness check list– 
Alma Staff training – Cont. Week 16 

 Workflows 

and 

Configuration 

 Cutover  Preparations 




Alma & Discovery Configuration 

Review: testing / feedback / 

adjustments - Continue  
 Cohort Office Hours / Q&A sessions 
Standard Integrations setup – Cont. 

 
 Alma Staff training - Ends– 
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Alma & Discovery Configuration 

Review: testing / feedback / 

adjustments - Continue  

Week 17 

Workflows 

and 

Configuration 
 

Cohort Office Hours / Q&A sessions 


 
Standard Integrations setup – 

Completed– 
Cutover - Start Week 18 

Preparing for 

Go Live 

 

 

 





Alma & Discovery Configuration 

Review: final testing / feedback / 

adjustments 
Cohort Office Hours / Q&A sessions 
Go Live readiness check list 


 Freeze source products– 


  Cohort Office Hours / Q&A sessions Week 19 

 Cutover 
 Go Live readiness check list 




Delivery of Go Live Alma & Primo VE 

Production Environments 

Week 20 

 Go Live 

 
 Go Live 

Post Deployment Training (Q&A) 
Cohort Office Hours / Q&A 
Post Deployment Training (Q&A) Week 21 

Post-Go Live Cohort Office Hours / Q&A 



Delivery of Go Live Summon 

Environment 

Week 22 

Post-Go Live 

 Post Deployment Training (Q&A) 
Cohort Office Hours / Q&A 
Post Deployment Training (Q&A) Week 23 

Post-Go Live 

 




Cohort Office Hours / Q&A 




Finalize Switch to Support 

Preparations 

Week 24 

Switch to Ex 

Libris 

Customer 

Support 

 





Switch to Support Cohort call 
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Ex Libris and Cohort Customer Responsibilities 

Based on the project scope and approach outlined above, project resources from each organization 

are summarized below. 

Ex Libris 

 Role: 

 Get customer successfully up and running with Alma and Discovery 

 Coordinate all activities related to Alma and Discovery implementation and perform all 

activities that are under Ex Libris’ responsibility as detailed in the project plan (for example, 

data migration, configuration, training, implementation support, documentation, and so 

forth) 

Project Roles Responsibilities 

Ex Libris Cohort Project 

Manager 
 Maintain overall project plan, including schedule, 

scope management, risks, and issues. 

 Monitor and report on project status and 

identify/manage issues. 

 Coordinate involvement of Ex Libris resources. 

 Communicate as outlined in the communications 

plan 

Ex Libris Cohort 

Implementation 

Consultants 

 Analyze requirements and map to configuration 

and functionality 

 Perform the configuration activities  

 Deliver consulting services and implementation 

assistance as required to meet all project 

deliverables 

Ex Libris Data Migration 

Consultant 

Perform data migration from customer source 

products to Alma 

Customer 

 Role: 

 Implement Alma and Primo within the agreed upon timeframe, according to the agreed 

upon scope 

 Manage the internal customer project team within the cohort 

 Share experiences with other customers in the cohort 
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Project Roles Responsibilities 

Customer Project Leader  Manage involvement of customer project team 

resources 

 Work with the Ex Libris cohort project manager 

on work planning/deadline management as part 

of the cohort 

 Work with Ex Libris to monitor progress and track 

status  

 Drive issue resolution and escalation as 

appropriate at customer site. 

 Status reporting to customer management and 

team members at customer site as well as fellow 

cohort customers. 

Customer Functional 

Expert 
 Provide expert input into all areas of business 

processes. This is likely to include: Acquisitions, 

Resource Management, Fulfillment, data in all 

listed areas, Public Services (Discovery) 

 Facilitate and perform functional review activities 

 Report issues found during testing to Ex Libris via 

CRM 

 Provide team updates on testing progress 

 Actively participate in training, functional 

meetings, and workshop 

Training  Deliver training to internal customer library staff 

 Develop, modify, or re-use training materials 

provided by Ex Libris as needed 

 Actively participate in training, functional 

meetings, and workshop delivered by Ex Libris 
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Project Roles Responsibilities 

Data Integration/ 

Authentication/ 

Technology Team Lead 

and Supporting 

Resources 

 Provide information/technical expertise regarding 

customer’s existing systems and environments, 

and help develop/validate overall technical 

solution architecture 

 Monitor/assist/support the 

development/deployment of customer single sign-

on solution 

 Ensure necessary customer technology resources 

are involved as needed to support project 

activities 

 Support testing and debugging activities 

 Coordinate technology touch points and processes 

on a day-to-day basis 

Administrator  Become proficient in Alma and Primo 

configuration  (attend Alma certification training) 

 Open Ex Libris Support cases as needed 

 Handle day-to-day technology requests after 

launch 
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Implementation Best Practices 

Based on numerous Ex Libris implementations at a variety of customers/libraries, we have 

identified the following best practices: 

 Staffing: 

 Assemble your team and assign roles at the start of the project so that they can gain as much 

experience and knowledge from the implementation as possible. 

 Build internal expertise in Alma and Discovery to support increased adoption and 

consistency across the organization. 

 Attend training at the start of the implementation to familiarize yourself with Alma and 

Discovery, and available configuration options. Prior to Go-Live, make sure to refresh your 

knowledge. 

 Practice using your Alma and Discovery system knowledge in a sandbox environment both 

during and after the implementation to understand how configuration changes and new 

features can support your business processes. 

 Data: 

 Clean up your data prior to commencement of the Alma - Discovery implementation 

project. 

 Execution: 

 Ensure influential executive sponsorship and visibility of the initiative. 

 Ensure involvement of technical (IT) staff in the project. 

 Prioritize the Alma and Discovery implementation so that other initiatives do not create 

project delays. 

 Monitor project progress. 

 Promote and encourage adoption. 

 Establish project objectives and assess achievement at the conclusion of the project. 


