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Introduction to the 
Project



Overview of 
the Project

Project Goals
Full electronic resource 
management for journals & 
databases
Transparent, self-service 
access to financial and usage 
information

Project Duration
Four years (and counting)



Questions to answer

Liaison Librarian Questions
• What does my faculty subscribe to and how much does it cost? 
• How do subscription prices compare to one another?
• What is the cost-per-use for specific databases, specialist resources or journal 

titles?

Senior leadership questions
• Current spending this financial year, and years prior
• Year on year price rises for each subscription
• A monthly spend breakdown, detailing what was spent each month in the prior 

year and on which product
• Finance and usage data required to complete the Society of College, National and 

University Libraries (SCONUL) yearly statistical return



Challenges to 
Answering those 

Questions

• Bottlenecks
• Lack of transparency
• ‘Bouncing between 

administrative portals’ to 
get usage stats

• Spreadsheet overwhelm
• Spreadsheet accidents



Alma & Primo
Business Case

March 2021

Business case to upgrade to Ex 
Libris’ Primo & Alma Library 
Management System was 
successful (March 2021)

A significant portion of the business 
case focused on the potential that 
this LMS had to improve financial 
transparency and share usage 
statistics about student 
engagement with the library’s e-
resource collections. 



Project Planning & 
Implementation



Stage 1
Migration

• November 2021
• Subscriptions & finances 

could not migrate - yet 
some 20 year old 
purchasing data did

• The Unexpected 
(retirement, illness, 
cyberattack, massive stock 
moves)

• Scale of the ERM project 
becomes daunting



Stage 2
Workflow 

Implementation

• May-December 2023
• New staff, training needed
• Frustration & mistakes
• January-March 2024: 

Subscriptions data input 
aka Continuous POL 
configuration



Stage 2
Staff Time 

Breakdown

May 2023-March 2024
.5 FTE

• Ledger & funds created
• Vendors added and 

configured for SUSHI
• 162 continuous POLs 

created
• While doing the day job



Stage 3
Dashboard 

Implementation

March 2024
Financial data dashboard 
created in Alma Analytics

January 2025
Reliable usage dashboards



Dashboard 
Showcase



Financial Dashboard: 
Overall spend by faculty



Financial Dashboard: 
What does my faculty purchase, how much does it cost, 
when does the subscription end, who do we buy it from?



Financial Dashboard: 
How much do we spend (on what) in which 

month?



Financial Dashboard: 
How much has the price changed for each 

subscription compared to last year?



Usage Dashboards

Much more complicated
Out of the box solutions from 
Clarivate do not work out of 
the box

Alma DV
Live & historic usage statistics
Live pricing
Filter by date, faculty, school, 
collection, sub-collection





  



Results & Impact



Spending cuts 2024-2025
• 2 rounds of 10% cuts each time. 
• Dashboards helped staff identify and 

quantify subscriptions quickly to meet 
savings targets

LIBRARY DIRECTOR

“I would be lost without 
these dashboards.” 

LIAISON LIBRARIAN

“being able to view the costs, price 
increases and usage when I need to is 
important information and helps me 

make the case for including more journal 
articles on reading lists. Prior to having 

dashboards I would ask for that info, but 
it would be a manual task for the 

[collections and e -resources] team and 
obtaining that information did not always 

align timewise with when I needed it”
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Lessons Learned & 
Recommendations



Lessons 
Learned

• This project took longer 
than was expected: 4 years

• Staffing efficiencies cannot 
be achieved until a lot of 
work has gone in

• Inputting data from 
scratch can be more time 
effective than migrating

• “Out of the box” promises 
don’t always deliver



Recommendations

• Hire, train, value, retain 
staff with metadata, 
systems and 
programming knowledge

• There is ongoing cost in 
maintaining dashboards 
and data the which 
underpins them

• Foster a brave space 
where mistakes are not 
penalised

• Support & maintain 
networks like EPUG-UKI



Questions?
Leah Emary

leah.emary@sunderland.ac.uk
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