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Purpose
This exercise supports the ONEAL (Open Negotiation Education for Academic Libraries) learning objective: Analyze your library’s position in negotiations by helping learners develop skills to analyze a journal package using information commonly found use data and list pricing.
Skills
The purpose of this assignment is to help you become more comfortable with preparing an analysis of a journal package using spreadsheet software. You will learn:
· How to prepare an analysis using Excel or Google Sheets
· How to integrate counter data, list pricing, and interlibrary loan (ILL) costs to an analysis that evaluates switching to an a la carte purchasing model.
· How to use the information analyzed to formulate a counteroffer.
Tasks
You just received a renewal proposal for a journal package that includes 71 journals. The vendor sales representative has provided 3 renewal options:
· 1-year: $19,750 (6.8% increase)
· 2-year: $19,250 for year 1, $20,000 for year 2 (4% annual increase)
· 3-year: $19,000 for year 1, $19,500 for year 2, $20,000 for year 3 (2.7% annual increase)

You are facing a 2% budget cut and the current average inflation rate for library resources is hovering at 4%. You know you need to find ways to cut six percent of your budget and you are considering a la carte purchasing. You need to evaluate your options, so you are preparing an analysis that allows you to compare going a la carte versus signing either a 1-year, 2-year, or 3-year agreement for the package. The steps below take you through this process.

1. Download “Analyze a Journal Package Exercise Spreadsheet”, upload the file onto your personal Google Drive. (These instructions assume you are working in Google Sheets.  Excel instructions are in the previous section)
1. There are currently two worksheets (tabs) of mocked up data when you open this spreadsheet: 
1. COUNTER Report
1. Pricing
1. Create a new worksheet (tab) by hitting the + and name the worksheet “Analysis” by right clicking on it and choosing rename.
1. In the first row of the “Analysis” label four columns: 
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1. Now go back to the “COUNTER Report” tab. This is a mockup of a Title Master Report with use for the 2022 calendar year for a publisher of a journal package you are negotiating. Highlight Row 14 and format the text to make it Bold.
1. Select cell K14 “Metric_Type” and select Filter. On the Google Sheets menu you will see a funnel, click that image. Now you will have what looks like a striped triangle in each of the header cells for the table. Click the triangle in K14, click on Clear to deselect everything in the list, then select only Unique_Item_Requests to create your filter.
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1. Now copy the titles in column A of the COUNTER report and paste into the Analysis worksheet under Title. There should only be 1 row per journal after copying for a total of 72 rows.
1. Then go back to the COUNTER report tab and copy the Reporting_Period_Totals in Column L and paste them in the Analysis tab under 2022 Use. Your table should look like this:
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1. Now you will add the pricing data to the Analysis worksheet. If you were doing this with your own institutional data you might match on ISSNs or Titles, depending on what you have available. For this exercise we are using the title. To add list pricing data, you are going to use a VLOOKUP. Go to cell C2 in the Analysis tab and follow the steps below to build the vlookup formula: 
8. Type =vlookup( into the cell C2
8. Select cell A2 (where the first journal title appears), then enter a comma.
8. Now click on the pricing tab and select range A2:B78, hold down and select the range A2:B78. Once selected, hit the F4 button on your keyboard to add the $ signs - this freezes the cell selection when you copy the formula. 
8. Now add a comma to the formula by clicking in the formula bar and typing in the ,
8. Type the number 2 on the formula bar. This number indicates what column in the selected table you are returning a value from. In this case it’s the second column. 
8. Now add a comma to the formula by clicking in the formula bar and typing in the ,
8. Now type false - this means there must be an exact match to return a value.
8. You can now end the formula with a closed parenthesis ).
1. Copy and paste that formula down the column.
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1. In cell D2, enter the formula =C2/B2 to calculate cost per use ($/Use). Copy and paste that formula down the column.
1. Fix the formatting in columns C and D by selecting those columns and then clicking the $ symbol in the menu.
[image: Format cells buttons
]

1. Select the entire table A1: D72 then click Data and Sort Range and Advanced Range Sorting Options. Check the box next to ”Data has header row”. Then sort by $/Use and A to Z.
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1. Name column E “Journal Number”.
1. Number the journals by entering 1, 2, 3 into the first three rows. Then select these cells (A2 through A4), then drag the bottom right corner down the column to fill the column until you reach 71.  This should fill the column in sequential order from 1-71.
1. Go to cell F1 and name this new column “A La Carte Journals”. These would be the journals you subscribed to if you canceled the package and only subscribed to a set number of journals with the lowest cost per use, the remainder would be purchased through ILL. 
1. In cell F2 enter “Journal 1”, F3 enter “Journals 1-2”, F4 enter “Journals 1-3”, F5 enter “Journals 1-4”. Select cells F3 through F5, then drag the bottom right corner down the column to fill the column. The last entry in the column should be “Journals 1 – 71”.
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1. Name column G “Subscription Cost”, name column H “ILL Articles Purchased”, name column I “ILL Cost”, and name column J “Total Cost”.
1. Go to cell G2 and enter the formula =C2.  
1. Go to cell G3 and enter the formula =G2+C3. Copy and paste the formula down the column. Note that cell G72 has the cost of buying every journal in the package a la carte.
19. How much would it cost if you bought every journal at list price a la carte? 



1. Go to cell H2 and enter the formula =sum(B3:B72), which is the total use for journals 2 - 71.
1. Go to cell H3 and enter the formula =H2-B3. Then drag this formula down the column to copy the formula down the column.
1. To calculate the ILL cost, we are going to assume ILL cost is $18/article. When doing this analysis for your institution you will want to use your actual costs and it may vary by journal. In cell I2 enter the formula =H2*18. Copy and paste the formula down the column.
1. Go to cell J2 and enter the formula =G2+I2 to calculate the total cost for going a la carte. Copy and paste the formula down the column.
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1. Find the row where total cost is the lowest and highlight that row with yellow. That is your BATNA when negotiating a subscription. 
24. Which journals are included? 




24. What is the total projected cost for going a la carte?





1. In cell A73, enter “Total”. Highlight row 73 and change the text formatting to bold.
1. Total column B, enter the formula =sum(B2:B72) into cell B73.
1. Total column C, enter the formula =sum(C2:C72) into cell C73.
1. In D73, calculate the list price $/use using the formula =C73/B73.
1. In cell A74, enter “2022 Package Price”, then enter the package price paid in 2022, which is $18,500 into cell C74.
1. In cell D74 calculate the $/Use for the package using the formula =C74/B73
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Note: This analysis looks at only 1 year of data. In the real world, when you decide to go a la carte you may want to take additional steps to make sure there isn’t historically higher data for any of the journals you are considering cutting if going a la carte.
1. Name columns K, L, M, 1-year, 2-year, 3-year. These columns will help you evaluate which is better, the package or going a la carte. You are going to enter formulas that allow you to compare which is better, signing the package or going a la carte depending on the length of the agreement. As a reminder here are the three package options:
31. 1-year: $19,750 (6.8% increase)
31. 2-year: $19,250 for year 1, $20,000 for year 2 (4% annual increase)
31. 3-year: $19,000 for year 1, $19,500 for year 2, $20,000 for year 3 (2.7% annual increase)
1. In cell K2 enter the formula =If(J2>19749,”package”,”alacarte”). Type this formula in by hand - don’t copy and paste from these instructions, or it will create an error. Copy and paste the formula down the column.
32.  This is an IF formula that shows if the total cost of going with the A La Carte model is greater than $19,749 (the 1-year deal), then the package is the better option. If it is less, then going to an a la carte model is the better option.
1. In cell L2 enter the formula =if(J2>19249,”package”,”alacarte”). Type this formula in by hand - don’t copy and paste from these instructions, or it will create an error.  Copy and paste the formula down the column.
33. This IF formula shows that if the total cost of going to an A La Carte model is greater than $19,249 (the 2-year deal), then the package is the better option for the next year. If it is less, then going to an a la carte model is the better option.
1. In cell M2 enter the formula =if(J2>18999,“package”,“alacarte”). Type this formula in by hand - don’t copy and paste from these instructions, or it will create an error. Copy and paste the formula down the column.
34.   This IF formula shows that if the total cost of going with an A La Carte model is greater than $19,000 (the 3-year deal), then the package is the better option for the next year. If it is less, then going to an a la carte model is the better option.
1. Now that you have completed your analysis, examine columns K2-M2 and compare the total cost for going a la carte versus the package. Using this analysis, you can determine whether you think the vendor has proposed pricing is appropriately valued.
Answer the following Questions:
1. Where does it make sense to go to A La Carte versus renewing the package as initially proposed? 




1. Determine your reservation price for signing for the package - this is the price where you could sign renewal or walk away from the agreement. (Hint: look at your answers under step 25.)


1. What is your ideal price?



1. Prepare a counteroffer. You have a few licensing priorities you’d like to also consider as you come to an agreement: striking the NDA (non-disclosure agreement), a clause allowing scholarly TDM (text data mining), and accessibility language, you understand that you are unlikely to get all three of these.













1. Would you want to make this counteroffer by email or by phone? Why? How might you use strategies such as framing to present the counteroffer?








1. What concessions would you be prepared to make? [Note: there is no correct answer, you are practicing bringing all these concepts together].







Criteria for Success
Successful completion of the Analyze a Journal Package Exercise should make you more familiar with using spreadsheet software to prepare an analysis, as well as help you become more comfortable with using this analysis to inform negotiation strategy. Your completed workbook in Excel or Google Sheets can be compared to the answer key. The final step of the exercise asks you to prepare a counteroffer and think about how you would make this offer and what strategies you would use. While there is no right answer to this question, there is probably an answer that is mostly wrong - to just sign the deal without negotiating. There is a BATNA at least regarding price, though other factors may be at play such as buy-in from faculty and administrators.
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