Call for Economics Consultants to Examine Bloc Payment Mechanisms for Online Journals


Background to JISC Collections, NESLi and online journals 
1.
JISC Collections mission is to support UK education and research by delivering affordable, relevant and sustainable online content.

Funded by JISC, JISC Collections provides its members with a catalogue of free and subscription-based online resources such as online journals, e-books, full text databases, digital images, online film, and geospatial data. JISC Collections always strives to widen accessibility to online resources, save its members time and money and to evolve licensing in line with members needs and the digital environment. 

Core to the service provided by JISC Collections is NESLi2 is the UK's national initiative for the licensing of electronic journals on behalf of the higher and further education and research communities, 2003-2010. For the 2009 subscription year the calculated savings achieved for the academic community for NESLi2 agreements exceed £8 million. 
Context

2.
The JISC Journals Working Group on behalf of JISC Collections has recently commissioned a report that indicates that ‘fees negotiated for NESLi2 agreements with publishers could be improved to the benefit of participating institutions, based on increased efficiency and reduced overheads for the publisher’. A connected issue is the move to electronic delivery only of journals. Discussions following the publication of the Houghton et al. report
 have indicated that costs benefits in the scholarly publishing system could be realised through a rapid transition to ‘e-only’ delivery. 
3.
An exemplar of the move to e-only and the provision of a single payment to publishers is the recent initiative managed by SHEDL (Scottish Higher Education Digital Library). In 2007, a report commissioned by SCURL examined ways of improving the availability of journal literature within Scottish Higher Education. The establishment of SHEDL followed to operate as a single bloc of nineteen HEIs within the NESLi2 framework. The first SHEDL sub-licences were completed in 2009 with American Chemical Society, Cambridge University Press and Springer. Each licence agreement provides for access to all of these publishers’ journals for all SHEDL members at a negotiated price. JISC Collections collects fees from each SHEDL member, as agreed within SHEDL, and makes a single payment to the publisher. The initial experience of SHEDL provides evidence of the costs and benefits accruing from single publisher payments.  In addition to the costs savings from the single payment, the SHEDL arrangement has enabled increased access to journal content in Scotland both across different disciplines and between institutions 


4.
This has provided institutions that had not opted into the relevant NESLi2 offers before 2009 with access to a significantly broader range of journals.  Multi-institutional research teams now enjoy equality of access to these publishers’ outputs, regardless of the institution to which they are individually affiliated.

5.
The complexity of implementing and managing the NESLi2 agreement has been reduced, as the bloc-wide approach has eliminated the need for selective cancellations at each institution or for any other special terms, and as the process of negotiation and payment has been centralised and streamlined.

6.
Other groups of higher education institutions in the United Kingdom are interested in adopting the SHEDL model. A recent report for the JISC Journals Working Group found “the view that NESLi2 should migrate to universal all-in national licences for a core group of publishers.  In such cases, the publisher-library relationship would be simplified.  For the publisher, single payment and access to the entire publisher’s content by all NESLi2 libraries, together with the wider readership that universal access engenders.”

Objectives

7.
A move to e-only access and bloc purchasing, however desirable presents some challenges:

· All the institutions in a bloc purchase must agree to move from print plus electronic access to electronic access only (although deeply discounted prices can be negotiated to ease this transition)

· All the institutions must make and keep a commitment to the bloc purchase and this might include a commitment for a term of up to three years

· All the institutions in a bloc purchase must agree how the total cost for the purchase is distributed between them.

8.
The objective of this study is to explore the metrics that could be used for the redistribution of costs between all of the libraries participating in a bloc purchase, and to create a model that demonstrates the cost benefits of participating in a bloc purchase. (In this context a ‘bloc’ could be all of the higher education institutions in a country, Scotland, England, Wales or Northern Ireland, or any combination of institutions in those countries, or indeed all of the higher education institutions in the UK).

9.
Albert Prior, the managing agent for NESLi2 will lead the project. He will undertake research into the other cost redistribution models used by library consortia in Europe and North America. He will also undertake extensive consultation with academic libraries about the models that are developed, and an iterative process will refine those models in order to find the one or ones most acceptable to the community. In this invitation to tender we are seeking a consultant to work with Albert Prior specifically on the modeling and related aspects of the overall study
10.
The study, which includes the modeling elements, is required to:

· Establish the method or method or methods for redistributing the costs of a ‘bloc’ licences across the members of that group;

· Consider metrics that might be used for the redistribution of costs which might include JISC Banding (which is based on the amount of public funding received from each institution), usage statistics, FTE, etc;
· The models proposed should ensure that large research intensive institutions that already subscribe to a particular journal deal do not pay proportionately more than they do currently, and that those institutions that do not currently subscribe, can join a ‘bloc purchasing’ group for minimal cost;

· The models could allow for some transition, so that the costs redistributed to new entrants are  increased incrementally over a number of years; 

· The models must allow for manipulation, so that the financial outcomes can be modeled based on anticipated numbers of institutions in the ‘bloc’ and the anticipated discounts offered in return for the ‘bloc purchase’ by a journal  publisher;

· Models should be able to demonstrate the financial benefits that accrue from ‘bloc purchasing’ within the NESLi2 framework.

11.
Proposed  models must acknowledge the issues of VAT (which will be an increased cost with the move to e-only, and the issue of exchange rates (the negative/positive impacts of currency exchange rate must be accounted for when comparing future bloc purchase costs with current opt-in costs that are paid euro of US dollars. While exchange rate and VAT issues are not central to any ‘bloc’ negotiation, they must be borne in mind so that participating institutions can compare ‘old’ and ‘new’ charges.
12.
The model (or models) developed through this study will be disseminated to the library community, with the aim of reaching a consensus on the proposed metrics and model of redistribution. It is intended that the model created as a result of this study is implemented and used as part of the NESLi2 agreements with publishers where bloc payments are made. .It may be necessary to refine the model (or models) in light of feedback from the library community.
Methodology

13.
The methodology used in the review will be informed by data collected by Content Complete Limited in its role as NESli2 Negotiation Agent. This will include desk research about the current models used by library consortia. It will also include information about the number of participating institutions and the payments made by those institutions through the current ‘opt-in’ NESLi2 model. JISC Collections can also provide the data that supports the JISC Banding Model (public funding for research and public funding for teaching, awarded to UK higher education institutions). Modeling will be used to test varying scenarios for the re-distribution of costs. Actual usage statistics will be important to test models and with the permission of the relevant institutions, JISC Collections would hope to provide such statistics.


Consultation will be undertaken with a representative sample of the UK academic library community by Albert Prior to test the concepts in the model it may be necessary to refine the model in light of the feedback from this consultation.
Deliverables

14.
The following deliverables are required from the overall study:

· Metrics for redistribution of ‘bloc purchase’ costs. 
· A dynamic model for use by Content Complete Ltd (the NESLi2 Negotiation Agent), higher education institutions and, where appropriate, by publishers

· A report to the JISC Journals Working Group and the JISC Publishers Action Group. This report must be suitable for publication to all stakeholders.

Timescales

15.
The timescale to be followed for the overall study is
a. January 2010: commencement of research into existing cost re-distribution models in other consortia. Evaluation of these models and formulation of potential models for UK HE
b. Mid March 2010: Interim report to JISC Collections on findings and discussion on how to proceed.  

c. Mid March 2010: Commence consultation with sample group of HE institutions and key individuals and refine models based on consultation feedback.
d. April 2010: Review by consultant of the initial proposed models and testing of models under various scenarios

e. May 2010: Submission of draft report for JISC Collections prepared jointly by Albert Prior and modeling consultant

f. Early June 2010: Delivery and presentation to JISC Collections of final report and a dynamic model(s), which can be published and disseminated to UK HE institutions.

The timescale for the modeling consultancy elements covered by this call is:
· Submission of proposal for the modeling elements of the study (i.e. points 15 d to f above) by 12.00 noon on Friday 27th November 2009;

· Evaluation of proposals received completed in week commencing 10th December 2009;

· Funding letter and contract issued by JISC Collections on Monday 17th December 2009;

Funding

16. 
Total funding available for the modeling consultancy (including travel and subsistence) is £20,000 excluding VAT. A suitable schedule of payment of the fee will be agreed following the award of contract.

Proposal Submission

17
Proposals should be a maximum of 6 A4 pages plus appendices, and no less than 10pt font. 
Proposals should include:

· A description of the proposed work.

· A work plan of how the work will be carried out to meet the objectives. The work plan should include a schedule of work against milestones / deliverables.

· An assessment of the risks associated with the proposed work and how these will be managed.

· A demonstration of competence in the field should be submitted and include a summary of relevant experience and knowledge.

· A previous track record of working with the education sector and ideally in the publishing

sector.

· CVs of key personnel proposed for the work, including relevant experience and qualifications. 
· The total cost and breakdown of costs.

18 Proposals should clearly demonstrate:
· An understanding of the higher education sector.

· Experience in undertaking economic modeling

· Ideally an understanding of scholarly publishing and its business models 
· Methodologies to be adopted.

· Clear outputs and deliverables

19.
Proposals should be sent by email to aprior@contentcomplete.com for receipt by 12 noon on Friday 27th November 2009. It is the responsibility of the bidder to ensure that the email has arrived by the deadline outlined above.

Evaluation Process and Criteria

20. An evaluation panel will be established with representation from JISC Collections and JISC. The criteria used to decide will include assessments of (in no particular order):
· Feasibility of the proposal within the given timescale;

· Analysis of risks to the completion of the work;

· Relevant experience and expertise of staffing resources;

· Understanding of the academic and public sector markets;

· Value for money.

Further Information

21. 
Queries regarding the bidding process should be addressed to Lorraine Estelle (l.estelle@jisc.ac.uk) by Friday 27th November 2009
JISC Collections reserves the right not to select any proposal to undertake this study.
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