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Developing a Project Plan 

 Before developing detailed project plans you need to: 
o Select a collection for digitization 
o Assess the advantages of digitization 
o Costs of the development 

 A detailed project plan: 
o Articulates the goals and objectives 
o Outlines workflow 
o Develops a budget 

 Should be a collaborative effort of users, information providers, and staff from many departments 
o This will raise institutional buy-in AKA support for the project in that it becomes everyone's 

baby 
o Stakeholder studies: 

 User assessment  
 Risk assessment 
 Institutional and infrastructure inventories 
 Selection criteria 
 Job descriptions 

 "The following outline, suggesting the content of a project plan, is based on project plans 
developed by HEDS (http://heds.herts.ac.uk/resources/ papersF.html), and from UNESCO's 
Guidelines for Establishing Digitization Programmes in Libraries and Archives (UNESCO, IFLA, ICA, 
2002)." 
o Introduction 

 Background 
 Analysis of participants 
 The agreement between all collaborative partners 

o Vision and mission 
 Clear, concise description of the project 
 Overview of what will be achieved 
 Core benefits to tell stakeholders 
 Is a reference point to remind everyone of the goals of the project 
 Answers these questions: 

 What will be the short-term or immediate benefits and objectives of the 
project? 

 What are the changes to participants and their institutions that will be effected 
by the project? 

 Who will the users be and what will this project enable them to do that is not 
presently possible? 

 What materials and collections are to be digitized? 

http://heds.herts.ac.uk/resources/
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 What are the long-term, strategic benefits of the project? 
o Needs assessment 

 Existing policies and procedures are outlined esp. preservation and access 
 Where are trouble areas to research and access? 
 What is the expected outcome of the project and how will it address those 

shortcomings? 
o Activities 

 Workflow? 
 What needs to be done each step of the way? 
 What equipment is required? 

o Quality assessment and performance indicators 
 How are you doing on meeting your goals on a timely schedule? 
 How can you tell if your work of HQ? 
 Have a schedule of what is due when. 

o Project personnel 
 Who is responsible for doing what?  
 What skills are required for each activity?  
 Who supervises each step? 

o Timeframe for the project 
 How long is this going to take?  
 Are there parts you can't do till another part is done first? 

o Project life cycle 
 How will you maintain this project? 

o Evaluation 
 How to evaluate the success of the project?  
 How do you answer questions or criticism or suggestions of the project?  

  
Prototype Projects 
 Do a test-run pilot project to see if your project is feasible, how long it'll take, cost, etc.  
 There may be grant money to do this.  
 Or you may need to rely on "seed money" that the institution provides to do the prototype. 

  
Developing Cost Models; Project Budgets 
 Create an itemized budget. 

o Costing a Digitisation Project by HEDS can help guide you 
 Operational costs: equipment, materials, office supplies, transport (includes travel money for 

meetings), training, conservation of original materials 
 Organizational costs: salaries for directors, office space, unities, internet access, etc.  30-50% of 

budget 
 Staffing costs: pay staff. Benefits, etc. add  20-30% to base salaries 
 Cost of sustaining the project 
 Don't underestimate costs 
 Funding will probably come from multiple areas 

  
Finding Funds For Digital Collections 
 Use your project plan to pitch it to the money holders and talk it up how this project fits into your 

institution's short and long-term goals 
 Multiple funding resources will probably be needed.  
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 Funding usually comes from outside. Grant money makes the project look legit.  
 Long-term funding needs to come from the institution to maintain it.  
 Internal funding:  

o From senior administrators of the organization 
o Try to sell it as a boon to educators; teaching, and research 

 External funding:  
o Institution might have a department that can help you find grants. 
o Might have a money holder who likes to donate to your university's special projects 
o Might have to co-write grants with multiple officers per university policies 
o Private foundations 
o Public grant 
o Organizational grants to promote digitalization 

 IMLS (Institute for Museum and Library Services) 
 NEH (National endowment for the Humanities) 
 NSF (National Science Foundation) 
 FIPSE (Fund for the Improvement of Post Secondary Education) 
 Ford Foundation 
 Samuel H. Kress Foundation 
 Andrew W. Mellon Foundation 

 Opportunistic funding: 
o Look for special little projects you can do that will bring attention to your project and gain 

funding. 
o Donor-driven funding: a donor specifies that they want their money spent on digitalization 
o Cherry picking: first digitized material that looks cool or important to raise awareness and 

support in order to secure more money 
o Low-hanging fruit: projects which only need a little money to be completed but are highly 

attractive to the community 
  
Developing Grant Applications 
 Must write persuasive grant proposals 

o Use marketing and promotion to convince money holders  
o Also convey that you can finish the project successfully 

 A development officer should be helpful in proofreading and checking the budgets. 
o Help: www.nedcc.org/welcome/grants.htm 

 For federal funding, there is an officer who can help.  
o Involve them early and often.  
o Ask them what to include and whatnot to include. 

 Contact the money holder's staff and seek their guidance also. 
  
Evaluating Requests for Proposals 
 It is a long process, so make sure to apply only to grants you have a chance of being successful at 

achieving. 
 Request For Proposals (RFP): read this carefully to make sure it is the right grant for your 

organization. 
o Make sure you can meet any eligibility requirements. 
o Establish what the grant will cover and where you'll need additional money from. 
o Particular points to look out for include the following: 

http://www.nedcc.org/welcome/grants.htm


4 
 

LIS 688 Digital Libraries Amanda Goodman© Fall 2010 

 Will the grant cover equipment costs? Are hardware and software covered? Does it 
prohibit expenses related to infrastructure development? 

 Will the grant support the conversion of existing catalogues, inventories or finding 
aids? Are there stipulations on the access requirements for the digital resources -for 
example, must they be freely available to the public? 

 Will the grant support the development of websites and outreach activities to 
publicize the project? 

 Does the grant stipulate that a sustainability plan be included in the proposal? 
 Will the project have to have a collaborative component? Does the collaboration have 

to be local, national or international? Is there a community outreach component? 
 Does the grant require that the digital resources be deposited in a national repository 

(e.g. AHDS), and is this acceptable to permissions holders and all project partners? 
 Are there stipulations for particular standards to be used (e.g. some NEH initiatives 

stipulate the use of the TEl)? 
 Is there a preference for outreach, education or pure research as an objective? (Ross 

and Economou, 1998). 
 Do not seek grants if their requirements do not meet your needs. 

  
Developing the Proposal 
 Carefully examine all aspects of the proposal even to tiny details like a preference for font size as 

well as requiring the resumes of all project participants.  
 Seek examples of successfully completed proposals. 
 Be clear about the project's goals and objectives 
 If there is a prototype, talk about it.  
 Include detailed evaluation plan and assessment strategies, outline of the workflow, project 

management plan, methodology involved (production processes, resolution, scanning rates, etc., 
overview of plans for long-term access to materials, including preservation strategies) 

 Make sure you can prove that you can complete the task successfully. 
o If you lack experience you can:  

 Show that you understand every step of the process and describe the workflow 
accurately. 

 Partner with experts in the field  
 See if they'll supervise or will be on the advisory committee 

  
Sustainability 
 More funding is available for new projects than projects which have a record of success. 
 How to raise money: 

o Charge for access to the data. 
 You'll then need to do marketing, billing, and accounting staff. 

o Individual sale of images, publications, and data. 
o The host institution needs to make it a priority to support it.  

  
Chapter 7: Managing a Digitization Project 

By Lorna M. Hughes 
Notes 

2010-09-14 
  

 The core elements of a technology project that have to be managed are: 
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o The handling, preparation and intellectual content of the original source materials 
o the technology and processes that enable the source materials to be digitized and delivered 

to end-users 
o the long-term maintenance and distribution of the electronic resources to ensure that they 

are useful over the long term. 
 Recommended reading: 

o Digital Imaging: a practical handbook by S. Lee 
o The NINCH Guide to Good Practice (2002) 
o An Introduction to Making Digital Image Archives by the Technical Advisory Service for 

Images 
o Guides to Quality in Visual Resource Imaging 

  
Project planning and technology 
 What is the purpose of the project?  

o How will digitalization achieve these goals? 
 Technology should be chosen for the project's sake. Don't frame the project's goals in terms of the 

technology used. 
 Factors that influence these decisions:  

o The reasons for digitization 
o The materials to be digitized, especially their condition and informational content 
o The level of fidelity to the original that is required 
o The technical and financial resources that are available to the project, and the scale of the 

project the potential uses and users of the digital objects 
o Any specific desired outcomes for the physical objects that are to be digitized. 

 HQ vs. rate of production in digitization 
 Represent digital copy to end user so it has the same impact as looking at the original: 

o Benchmarking: supposes digital users have the same requirements and expectations as 
users of the original   
 Make sure the digital copy is as close to the original as possible. 

o Anticipate the needs of users.  
 What equipment does your end users have? 
 Do they want to zoom in? Print copies?  
 You have to think about future users as well. 

 Make a super HQ master copy that won't be touched and all other uses of it will be copies that are 
altered.  

  
The Project Manager 
 Balances these requirements and oversees the entire project: 

o The product/outcome 
o The Schedule 
o Resources: people, budgets, equipment, source materials 

 Activities: 
o Developing and organizing the project team 
o Supervising all elements of the workflow 
o Managing resources 
o Coordinating outreach activities to stakeholders, steering committee, advisory board, and 

funders 

http://www.diglib.org/pubs/dlf091/
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 Should be good communicators to pull the team together and keep the stakeholders involved and 
supportive 

 Produce HQ and thorough documentation for the future 
 Are usually hired short-term but should be retained for other projects even after the big one is 

complete 
  
The Steering Committee or Advisory Boards 
 A steering committee/advisory board full of stakeholders and experts from within and outside the 

university  
 Some potential functions of the group: 

o Overseeing the project on the behalf of funders 
o General advice and oversight 
o Reviewing progress reports 
o Advocating and promoting the project 
o Provide expert assistance 

 Meet on a regular basis.  
 They can help identify problems before they become serious. 

  
Why Digitization Projects Fail 
 How projects can fail 

o 32% -inadequate project management and control 
o 20% -lack of communication 
o 17% -failure to define objectives 
o 17% -lack of familiarity with project scope and complexity 
o 14% -incorrect technology, project size & other. 

 Beware of "project drift" where the project moves away from the goals/ 
 How to keep the project moving: 

o communication 
o close management of staff resources 
o implementing a good steering or advisory committee 
o developing specifications based on the best advice obtainable, and fully tested with the 

people who will do the work 
o regular and efficient quality control 
o using cross-discipline teams to manage projects, to draw on a range of views and experience 

 Potential problem: stagnation 
o Let people work on other parts of the project to keep from getting bored.  

  
Managing the Digital Workflow/Digitization Process 
 Workflow of the project will include of all or some of these activities:  

o Articulation of the project goals and intentions. 
o Selection of materials for digitization. 
o Copyright clearance, rights management research, plans and strategies for managing rights 

and permissions, development of rights and permissions metadata (administrative 
metadata). 

o Preparation of source materials. This may include moving them to the digitization centre, 
conservation assessment, or treatment, such as re-housing or remounting. 

o Creating catalogue records, finding aids or other pointers to a digital object or collection 
(descriptive metadata). 
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o Digital image production. This will include choosing digital capture devices, setting up 
imaging equipment, scanning source materials to create digital masters and associated 
technical metadata, and processing master images to create derivatives for screen or print 
(using image-processing tools, or optical character recognition tools where appropriate). 

o Quality control for source materials and digital images, transfer of sources to original or new 
location, re-housing materials, updating catalogue records as necessary. 

o Creation of structural metadata. 
o Creation of full text and mark-up where required. 
o File management; loading and delivering content to a database or repository. 
o Integration of digital images and metadata into an image database. 
o Delivery to users, using techniques ranging from developing web  pages to using an 

automated delivery system such as a database. 
o Advertising, promotion, user evaluation. 
o Long-term preservation, including migration and conversion 

 Costs need to be associated with each activity.  
o Can be estimated via prototypes and feasibility testing.  

  
Delivery of Materials 
 Consider access and delivery options. 
 How to manage copyright and other restrictions. 

o http://shibboleth.internet2.edu/ 
 Key issues for delivery of materials: 

o Graphic design: appealing user interface 
o Amount of information: How much are you delivering? 
o Organization of information: How much work does the user have to do to find what they're 

seeking? 
o Types of metadata: Is it enough? Too much?  
o Types of media: Are plugins or additional tools required? Steamed or downloaded?  
o Accessibility: Multilingual issues? Accessible for the disabled? 

 Multimedia Evaluative Criteria by International Council of Museums (ICOM) 
  
Evaluation 
 Should take place: 

o At the beginning 
o Throughout the project 
o At the completion of the project 

 Evaluations should include the input of the intended audience.  
 The attributes of delivery systems that should be assessed include: 

o Ease of use and accessibility 
o Functionality: how well does the system work? Are the interfaces intuitive? 
o Consistency of content and finding aids 
o Navigation and control for the end-user 
o Help and documentation 
o The time taken to access, download and search the material. 

  
Assessment and Preparations of Materials for Scanning 
 The shape, size, and condition of the source material will determine the best way to digitize it.  
 What aspects of the original influences how to digitize it:  

http://shibboleth.internet2.edu/
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o Format: Bound, looseleaf, color, black and white, 3D physical object, how should it be 
handled to digitize it's image?  

o Size 
o Detail: how much depth and details are there influences how HQ the photos have to be 
o Preparation of materials:  

 Does it need to be cleaned or repaired first? 
 Should you include the white separator sheets that let you know it's a new book, be 

included in the final digitized form?  
 Will you keep the original afterwards?  

 May need to outsource some of the digitization process (i.e. UNCG yearbooks to Chapel Hill) 
 Handling and preparation of the originals can be 30-50% of the total budget. 

o Movement of the materials from place to place.  
o Packaging items. 
o May need to preserve each item before digitization. 
o Catalog with unique ID each item. 
o Index and metadata might be included at this stage. 

 Do you digitize from the original or a copy/photo of the original? 
 Does microfilming come into play? 

o If the collection already consists of a good stock of film surrogates, and if the quality of 
these is deemed to be acceptable 

o To match preservation needs, if a conservation decision has been made to make a film copy 
of an item 

o If traditional photography is deemed to pose less of a threat to the original 
o If the original cannot be digitized using the equipment available, for example because of 

constraints of size in the case of maps, etc., or if there are time efficiencies to be gained by 
filming the materials rather than scanning, as may be the case if working with bound 
volumes. 

 Microfilm can last between 200-500 years. 
o Platform independent 
o Use lens-based hardware to access it.  
o No migration 
o RLG Guidelines for Microfilming to Support Digitization (2003) 

 You can either a) make microfilm first and then take a photo of that or b) take a photo and then 
microfilm the photo 
o CLIR Working Paper (1999) 

  
Equipment 
 Types of equipment: 

o Flatbed scanners, which may have sheet-feed attachments for batch scanning of disbound 
documents  

o Book, or overhead scanners  
o Microfilm or transparency scanners  
o Digital cameras 

 Are called "contact" or "no-contact" methods 
 www.scantips.com 
 If a scanner says it is is 600x1200 dpi, the best resolution is 600 dpi 
 Try to get batch scans if possible. 
 Two types of professional digital cameras: 

http://www.scantips.com/
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o Lens and camera are attached to a computer like in the medical field 
o "Common" digital cameras which I have 

 Need to have a fast, large network to support the project 
 May need to take some time to research the best equipment 
 Other equipment includes computers and printers 

  
Audio formats 
 http://www.itl.nist.gov/div895/isis/filetypes.html 

  
Quality Assurance and Quality Control 
 The project manager must watch quality control throughout the whole process.  
 Quality is affected by each part of the process.  
 Quality control procedures should address the following issues: 

o Is the digital file named for the correct original object? 
o Does the image include all the information in the original image? 
o Does the image accurately represent the qualities of the original? 
o Does the image conform to the agreed-upon file standards in the specification? 

 Also: orientation, cropped and border areas, missing text, page numbers, alignment of image, size, 
resolution, and bit depth of image 

 Be consistent! 
  

Management of Digital Assets 
 The digitized files are held in a database, image management system, or digital asset management 

system 
o NINCH's Guide to Good Practice 
o www.tasi.ac.uk 

  
Metadata 
 Metadata: information about information. 

o Can describe the digital objects and enables users to find, manage, and use digital objects 
 Digital Futures by Deegan and Tanner (2002) 
 Usually stored in a database with a controlled vocabulary or series of keywords 

o Dublin Core Metadata Element Set http://dublicore.org is popular 
 The three main types of metadata are: 

o Descriptive metadata 
 www.loc.gov/standards/mets/ 
 http://lcweb.loc.gov/marc/ 
 http://lcweb.loc.gov/ead 
 www.tei-c.orgiGuidelines2/index.html 
 www.vraweb.orglvracore3.htm 

o Administrative/technical metadata 
 Date scanned, resolution, etc. 

o Structural metadata 
 Relationship of digital objects to users and to each other 
 http://hul.harvard.edu/ldi/html/ metadata.html 
 www.getty.edu/research/conducting_ 

research/standards/intrometadata/2_articles/index.html 
  

http://www.itl.nist.gov/div895/isis/filetypes.html
http://www.tasi.ac.uk/
http://dublicore.org/
http://www.loc.gov/standards/mets/
http://lcweb.loc.gov/marc/
http://lcweb.loc.gov/ead
http://www.tei-c.orgiguidelines2/index.html
http://www.vraweb.orglvracore3.htm/
http://hul.harvard.edu/ldi/html/
http://www.getty.edu/research/conducting_%20research/standards/intrometadata/2_articles/index.html
http://www.getty.edu/research/conducting_%20research/standards/intrometadata/2_articles/index.html
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Standards and Best Practices for Digitization 
 www.aodl.orglbestpractices.html 

o Not rigid standards but best practices 
 www.ukoln.ac.uk/nof/support/intro.htm 
 www.ahds.ac.uk/creating/guides/index.htm 
 www.diglib.org!standards.htm 
 www.chin.gc.ca/English/Standards/introduction.html 
  The NINCH Guide to Good Practice in the Digital Representation and Management of Cultural 

Heritage Materials 
 Make your standards in-house consistent if nothing else! 
 Access is most important! 

  
Preservation of Digital Assets 
 www.nla.gov.au/padij 
 Use open systems and standard formats so you can open it in 20 years. 
 Technical approaches to manage long-term access: 

o Refreshing. This involves periodically moving a file from one physical storage medium to 
another in order to avoid the obsolescence or degradation of the storage medium -for 
example, moving files from 8-inch disks to 5.25-inch disks, and then from 3.25-inch disks to 
a network storage device. Refreshing is an ongoing process that will be necessary as long as 
storage media change. 

o Migration. This approach requires periodically moving files from one encoded format to 
another that is more consistent with a more recent computer environment: for example, 
migrating datasets from Dbase to MYSql, or word-processed files from Word 5 to Word 97, 
then to Word 2000. Migration will gradually bring files into a narrower variety of standard, 
contemporary file formats. 

o Emulation. This is similar to migration, but focuses on the applications software, rather than 
the files containing the data. Emulation will seek to develop new tools that will re-create the 
conditions under which the original data were created -by mimicking early operating 
systems and software applications. The objective is that under emulation, older datasets 
(say, databases created in Dbase 5) will run on a contemporary computer 

 Long-term costs should be paid for by the host institution. 
 How metadata can help:  

o Metadata can help identify the work, who created it, migrated or reformatted it, and other 
descriptive information. 

o It can provide unique identifying information and links to organizations, files and databases 
that may have detailed information 
about the digital content. 

o It can describe the technical environment in which the digital files were created, including 
the equipment used, software, operating 
systems, compression schema, etc. 

 Metadata should be comprehensive and very detailed. 
 

http://www.aodl.orglbestpractices.html/
http://www.ukoln.ac.uk/nof/support/intro.htm
http://www.ahds.ac.uk/creating/guides/index.htm
http://www.diglib.org!standards.htm/
http://www.chin.gc.ca/English/Standards/introduction.html
http://www.nla.gov.au/padij

