MEMO

Subject:  CIAO RFP Proposals

To: Patricia Renfro, Rebecca Kennison

From: Jim Jordan, Robert Sedgwick, Stephen Sterns

Date: July 24, 2009

The responding proposals to our RFP for creating and implementing taxonomic metadata tagging to improve content discovery and user search experience on CIAO have been received and we at the Press have reviewed them.  Our analysis of the proposals is attached.

Issues of discoverability have been discussed now for more than 18 months and while the implementation of the Google Search Appliance (GSA) has been a first step toward improving CIAO’s search capacity, we think that it is insufficient to adequately provide user satisfaction with the site. Keeping in mind the accelerating rate of subscriber cancellations, we have determined that our next best opportunity to announce and market a “new” CIAO site in time to influence subscriber renewal decisions is the International Studies Association (ISA) conference in February 2010 .Thus, the need to move quickly on corrective measures for CIAO is vital.
Given the costs and urgency of the need to correct deficiencies on the CIAO site, we are leaning toward the Llesiant option. We agree that the patchy architecture of the site that has developed over time is a serious problem that needs to be addressed, and always favor collaboration on CIAO with the CU Libraries and CDRS, but we think that the proposal put forward by CDRS does not necessarily address the problem in enough detail and clarity.  
Database and Site Architecture:

We think that the question of the Web site architecture needs a more organic solution.  It is a little unclear from the CDRS proposal what the final architecture of the site will be. Currently, the site is created and maintained by a system that includes a MySQL database that contains incomplete content (i.e., not all CIAO legacy content is present in the SQL database) and Perl scripts that generate HTML pages for each content item; those HTML pages are stored on a server and are subsequently indexed by GSA for search.  Our reading is that CDRS proposes to convert those HTML pages to XML (presumably XHTML) while adapting the MySQL database to handle the XML workflow of new content.  We have a number of questions about this approach, which essentially maintains a hybrid architecture of a SQL database and thousands of stored XML/HTML pages. 
Have other alternatives been considered, such as an all-SQL based site (given that GSA supports SQL querying) or a Native XML Database, using XPath and XQuery (for which there are numerous commercial or open-source options) to generate HTML in response to user requests?  This is the architecture we’ve used on different iterations of the Granger’s and Gazetteer sites and required comparatively few stored HTML pages; search results and documents are created/delivered on the fly. This approach usually allows for much easier management of content within the database and is generally much more efficient.  If these options have been considered, why is the proposed architecture considered a better choice?

One proposed step is indicated as optional: conversion of PDF to tagged XML. If an “all-XML workflow” is proposed, we would think this a necessary step in order to allow for the indexing of the totality of CIAO content for resource discovery purposes, rather than relying on limited metadata and abstracts contained in the HTML. Both Llesiant’s and SmartLogic’s proposals included this. Provision would also have to be made for the on-going conversion of PDF content to XML in a CMS to handle routine addition of new content. 
Finally, any XML solution should also include a process for handling the processing of EIU XML content in a more efficient fashion.

Taxonomy Creation and Integration with CIAO Content
We agree that working in concert with CU Library specialists in creating a robust international relations taxonomy would be a preferable course to take, but we have a number of concerns with the CDRS proposal in this regard:


1. We would need to have a firm commitment from the CU Libraries that sufficient staff and other resources would be available to be dedicated to the task of creating such a taxonomy, with a specific time-table for it’s completion. 


2. We would want the process directed by CIAO editorial or jointly by CU Libraries’ Bibliographic Control division and CIAO editorial.


3. We do not think that using unpaid Library interns is a sufficient solution to integrating taxonomic tagging with CIAO content. This approach seems to suggest a much more labor-intensive manual process. One of the primary attractions of using an outside vendor such as Llesiant or SmartLogic is that both proposed programmatic solutions to the tagging of content with taxonomic metadata. Can CDRS propose a programmatic approach for applying the new taxonomy to CIAO content?

4. We would want to discuss further the use of data from The Columbia Gazetteer of the World in the new taxonomy.  Where the responding vendors envisioned incorporating this data in their taxonomic tagging, CUP was intending to license use of the data.

Project Implementation and Schedule

We have concerns over the availability to CDRS of sufficient resources in terms of personnel and available staff time for timely completion of the project. Given the constraints we have all been working under over the past year or more as well as the limits on the hiring of additional people, completing smaller projects—such as a new banner and page layout, processing of EIU content, implementation of the GSA—have been a struggle.

While delays due to technical problems may be unavoidable, it is imperative that a deadline no later than mid-January for the completion of the project be met.  Next year, all CIAO subscribers will be moving to a unified billing cycle starting July 1, 2010. This means that renewal notices will be sent to subscribers on March 1 and that renewal decisions for all CIAO subscribers will be taking place between March and July. The completion date for this project must allow time for the announcement and marketing of the new CIAO features and functionality as well as time for anticipated increased usage to be reflected in usage statistics reports.  This is a very tight timetable and already a very short period for the changes in CIAO to be reflected in usage patterns.
Costs and Billing
We think that there should be further discussion about how much of the cost presented in the CDRS proposal will be invoiced to both CUP and CU Libraries.
