Dear Library Directors,
Over the past several months, I have made presentations in various forums (ACLA Board meeting, Technology Council, LAC, etc.) about a few very important technology areas that need attention going forward.   One of these areas is the obsolescence of Library Network Equipment (or “edge” equipment).   This email provides very preliminary information for libraries about a new Library Network Equipment Replacement Program.   I emphasize the word “preliminary” and will try to provide some background and context.   However, we are all in the process of developing 2011 budgets and it is important for you to have some early estimates for your planning.   
Background
The network equipment at library sites includes a router and one or more switches that connect each library building to the wide-area network.    The equipment resides in racks or network closets at each site.  These devices are necessary and essential for all network services from the eiN (Internet, III, PC logins, file storage etc.)   and all PC’s, printers, self-check machines, wireless access points, and other devices that are connected to this equipment through cabling in the building.
The current network equipment at each library site is generally nine to ten years old and obsolete, and is essential for the operation of the network.   Maintenance is not available for this equipment and many new capabilities are needed for real-time bandwidth monitoring, and improved performance and security.   Many libraries do not have sufficient equipment ports for expanding the number of devices in their building (additional PC’s, printers, people counters, self-check, etc.).   The current equipment was purchased in the 2000-2001 timeframe, and although there was some erate funding, libraries also paid for much of the equipment.    We are developing the new Library Network Equipment Replacement Program to ensure regular replacement and long-term sustainability of the network edge equipment that is required at each library facility.   
The Program
The Library Network Equipment Replacement Program will be similar to the very successful PC Replacement Program (now in its eighth year of operation).   As you are aware, eiNetwork provides a set of PC model options and associated pricing to the libraries.   eiNetwork negotiates volume discounts and  a financing plan, and assumes responsibility for the delivery, installation, and three-year management and maintenance of the PCs.    Libraries determine the number and types of computers that are needed for their facilities and sign a three-agreement with the eiNetwork to pay for the PC’s.   
A few things will be different about the new Library Network Equipment Program:
· The replacement cycle will initially be five years.   We believe that we can find a solution that will meet our needs for that timeframe, and yet be flexible enough for expansion & upgrade if individual libraries wish to pursue some technology that might require more specialized features.  
· There are basic requirements for equipment at each library and initially the program will address only these.  Every facility will require a router and switches with a minimum port or device capacity.   We call this the "base unit".   Additionally, each facility will require additional switches (called "expansion units") depending upon the number of devices connected to the network.   The initial base unit and expansion units will have a standardized feature set that is required for all locations.   Future features can be available, but at additional costs to libraries.    
Budget and Cost Information
[bookmark: _GoBack]A spreadsheet has been posted on our members website with the information for each library location. (http://www.einetwork.net/member/services.html and click on the link under Library Network Equipment Replacement Program - Preliminary Pricing Estimates.)   I'll re-emphasize that this is preliminary, but these are conservative numbers and we feel confident that they are safe budgeting numbers.  The spreadsheet is password-protected as we have not yet selected specific equipment and are still trying to negotiate the best deal possible.  The password is a familiar one: system
Below are some notes for interpreting the spreadsheet: 
· First column - Library Name - Please note that if you have branches, you will need to add these up.   We tried to co-locate the branches in the spreadsheet.   Totals for CLP at the bottom. 
· Second column - # of Base Units - this is a router and minimum switch requirement (see above). 
· Third column - # of Expansion Units - this is based upon the # of devices your library has on the network.   
· Fourth column - Estimated Annual Cost - this is the estimated actual annual cost for each location.   This is the recommended budgeting number (see next bullet).   
· Fifth thru Ninth columns - Labelled Year 1 thru Year 5 - This is a proposed ramp-up plan for costs per location and our ability to offer this will depend upon available funding.   The eiN Board is well aware of the State revenue losses to libraries in 2010 and now 2011.   eiNetwork has requested additional funding from multiple sources to create a ramp-up plan to assist libraries in absorbing these costs into their budgets.   We don't yet know the outcome of these requests, but are proposing that libraries begin to take on these costs over a five-year period with 20% in year 1, 40% in year 2, 60% in year 3, 80% in year 4, and 100% in year 5.   After that we will continue to try to obtain other funding to assist, but there are limitations with erate and other funding sources.  
This network equipment at each library location is the final piece of ensuring sustainability of technology operations as a consortium.   Please let me know if you have questions so that we can try to better communicate.   This is meant as information for your local budgeting processes.   I will keep you posted on developments as all of this progresses.   
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