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BACKGROUND: 
The major purpose of the library is to support the use of literature based documentation in solving the Board’s tasks. One way of achieving this purpose is to provide the relevant journals, which requires the library to closely follow the development in the Board’s need for documentation and information. 
A dynamic and systematic journal administration tool is necessary to make the right decisions regarding composition of the journal collection. User needs, library budget and the strategic and professional development of the institution are all important input to this process. 
For some time we have had the feeling that a large part of our journals were not used at all or only very little, that some employees who actually needed journals didn’t use the library, and that the use of our journal resources could therefore be optimized. 
OBJECTIVES: 
On this background the library in 2004 engaged a consultancy firm to carry out a study of the journal collection. The study was completed in December 2005. The objectives of the study were to ensure resource efficiency, to ensure relevancy of the journal collection according to the needs, to ensure compliance of the journal collection with the strategic and professional development of the Board, to establish a process model regarding (yearly) evaluation of the journal collection, and to contribute to a future policy-making regarding maintenance of the journal collection. 
In other words: the library would like to be able to make decisions regarding when to subscribe to and when to cancel subscriptions to journals based on the strongest possible basis and with more transparency and in a more systematic way than hitherto, when decisions were mostly based on usage statistics, user requests and intuition.
METHODS: 
Both qualitative and quantitative methods were used. The quantitative methods consisted of an analysis of usage statistics (circulating print journals, TOC alerts, loans from other libraries and usage of electronic journals), and an electronic questionnaire to all employees (both library users and non-users) aiming at giving an overview of their satisfaction, expectations and needs. The overall purpose of the quantitative studies were to describe the current usage of the journal collection, the satisfaction with the collection, and to provide input to the qualitative studies. 
The qualitative studies consisted of a comparative analysis and a focus group interview. In the comparative analysis 5 comparable libraries were interviewed about the usage of their journal collection, the principles or plans for development of their journal collection, and about setting priorities for decisions regarding subscribing and cancelling subscriptions. In the focus group interview a number of employees (heavy library users) representing the different departments of the Board discussed the possible reasons for the results obtained in the quantitative studies and the barriers and opportunities for a better use of the journal collection. The overall purpose of the qualitative studies were to elaborate on the results from the quantitative studies and to provide a more forward-looking perspective: What are the barriers and opportunities for a broader usage of the journal collection? What are the reasons for the particular needs and expectations of the users? Why do the non-users not use the journals? How can we reach the non-users? How should the process model and the policy be designed?
RESULTS: 
Usage statistics:

A small group of heavy users is responsible for 30% of the circulating print journals. 19 journals represent 47% of the TOC alerts. The library subscribes to one Elsevier journal package and one Springer journal package. Articles from 12% (332 articles from 94 journals) of the Elsevier journals were downloaded in 2004, and from 4% (41 articles from 21 journals) of the Springer journals. The average price per download was 16,76 € for the Elsevier package and 26,14 € for the Springer package.
Electronic questionnaire:

55% of the respondents don’t use electronic journals – of these 33% don’t know why, 27% don’t need journals in their daily work and 21% prefers print journals. 31% use journals on a weekly basis, 23% on a monthly basis. There is a large variation in relevant/interesting subject areas, and it is difficult for the respondents to point at specific journals they would like to subscribe to or cancel a subscription to. There is a relatively high degree of satisfaction with the journal collection, and especially the service of the librarians, whereas the responders are less satisfied with the library intranet and the availability of the journals.
Comparative analysis:

None of the 5 comparable libraries seems to have found the “golden standard” of how to administrate their journal collection or has an overall strategy for maintenance/development of their journal collection. Most have chosen a democratic model in which researchers and/or a library committee work out the future directions and action plans for the library. One library makes the strategic choices on the basis of a SWOT analysis. All libraries use usage statistics and user requests in their decision making.

Focus group interview:
On the one hand the journal collection has to possess a certain degree of professional depth and breadth, on the other hand the library must consider the demands of the users. Some sort of panel could discuss any conflicting demands. A strategy for journal subscriptions should be flexible but not be subject to a popularity criterion – the consideration for demand should be combined with a professional debate. An active dialogue with the users is therefore important. The focus group estimates that only about 50% of the employees have a need for journals in their daily work. The library should be more visible and market itself more and improve the availability of the electronic journals on the intranet in order to reach more potential users and increase satisfaction.
Evaluator’s recommendations for a process model:
A process model should build on three pillars: 1) quantitative monitoring (loan statistics, utilization, user satisfaction, accessibility), 2) qualitative assessment by a user panel to ensure importance and relevancy to present and future activities based on professional priorities and thereby avoid purely demand-driven decisions, 3) economic considerations (library budget). Concrete recommendations: subscriptions to journals with less than 2 users per year should be cancelled unless special conditions speak against it. It should be considered to cancel subscriptions which are more expensive than pay-per-view and replace them with pay-per-view or buying/borrowing from other libraries/document supply services unless special conditions speak against it. Subscriptions to journal packages from which articles are downloaded from less than 10% of the journals should be cancelled. 
The recommendations are concretized in an action plan containing specific strategic goals for the library, e.g. the library should prioritize electronic services more, attract new and more users from the different departments of the Board, eliminate unnecessary administrative procedures and inappropriate utilization of resources, and should have a competence development plan for the librarians. Each strategic goal is further concretized in a number of proposals for actions.
What do we do next?

On the basis of the results the library has chosen in the first place to prioritize the marketing of the library in order to become more visible and reach new and more users, and the areas with the lowest degree of satisfaction, i.e. the availability of the electronic journals and the library intranet. The library therefore has started offering individual library introductions to new employees and once or twice a year will visit the different departments of the Board to tell about our services and get into dialogue with both users and non-users. Furthermore the library now has a more visible position on the Board’s intranet, and has bought a new journal administration system which will be launched this autumn. Regarding journal subscriptions we are considering cancelling our subscription to the least used journal package, to make more use of pay-per-view/document supply services, and to go through each non-package subscription with the object of cancelling subscriptions to those journals which do not circulate or to which there are no TOC alerts and which are not core journals within their subject area. The next step is to devise a strategy for the further development of the journal collection.

DISCUSSION:
There seems to be no correct method or golden standard of how to administrate a journal collection. Quantitative data are often incomplete and erroneous, and a journal rarely used may still be a core journal within a high-priority but small area. Many of the Board’s subject areas are characterized by the fact that only a few employees are engaged in them, which will of course be reflected in low usage statistics. Therefore it would be wrong to base decisions entirely on statistics. Furthermore subject areas of priority constantly change – the Board may on short notice from the political system be directed to deal with a matter of high political priority, which makes it difficult to set out rigid criteria for the journal selection and to cover each subject area equally well at any time. 

CONCLUSION:
Quantitative data cannot stand alone when deciding on when to subscribe to or cancel a subscription to a journal, but must be supplemented by qualitative assessments. A process model for the journal collection must be flexible and take into account the constantly changing needs of the institution. Active dialogue with the users and the management is important in order to ensure compliance of the journal collection with the strategic and professional development of the Board. 

