COLEHILL COMMUNITY LIBRARY BUSINESS PLAN

1. Executive Summary

This Business Plan is to support the continuing use of the library run by volunteers.

There are three schools in close proximity to the library, which would not use Wimborne Library due to distance. 

2. Vision for the facility

The premises will be used substantially as a library with an IT suite.  In the short-term any further use is restricted by the safety aspects of relocating library equipment to provide space for activities and an excess of accommodation for meetings in the locality. Alternative uses will be investigated and the library will continue to be available for use by the Friends of Colehill Library for their programme of talks and for surgeries by the Member of Parliament and Council and District councillors. 

3. Community benefits to be derived.

The community will benefit by the ongoing provision of library facilities and through access to the Dorset Library service, particularly those attending local schools, but also by the housebound, those without internet access and other marginalized members of the community.

4. Details of any consultations undertaken.

In October 2011, Colehill Parish Council sent to every household a questionnaire within the Parish magazine (“The Colehill Clarion”) asking the questions:

Do you think Colehill Library should remain open?

Do any members of your household use Colehill library?

If yes, how often do you use it?

Do you think Colehill Library should be run as a Community Library, funded through the Parish Precept?

The questionnaire was followed by a public “drop-in” session on December 3rd and the decision to offer financial support was approved at the Parish meeting on December 6th. 

5.   Management Proposals

At the Parish Council meeting on 6 December 2011 it was resolved , to call a meeting of volunteers on 21January to establish a management committee and discuss arrangements for managing the premises on a day-to-day basis, when the premises are transferred, which is expected to be September 2012.  This meeting was attended by over 100 of the 150 volunteers, some 15 of whom volunteered to become members of the management committee, offering skills such as lifetime public library management, teaching, charity management, training, and chartered accountancy.

6. Market Analysis

There is a general national trend towards decline in the number of books issued by lending libraries. Recently it has been announced that for the first time, sales of electronic books exceeded printed books, and while that is probably a result of the recent surge in electronic readers sold, the popularity of printed books is expected to continue to decline with increased competitors for leisure time. In recent times Colehill Library has increased its book issues but although there are plans to increase the population of Colehill, it is unlikely that the recent rate of expansion can be expected to continue. Discussions will take place with Dorset Library Service regarding the availability of electronic readers but we understand that DLS intend to withdraw the availability of DVDs in Colehill library. CDs are not currently available at Colehill.
7.   Financial Plan

Due to the lack of detailed information regarding recent running costs and the incidence of VAT, it is premature to forecast costs beyond 2012/13. The running costs for a full year have been calculated based on assumptions about cost factors and VAT but in the knowledge that 2012/13 will be a transitional year, in order to provide justification for funding from the Parish precept.

8. Risk analysis

The principal financial risk is that the draft transfer documents presuppose that the premises are in good order, when DLS documents circulated show that there are arrears of maintenance  Specific areas of concern have been identified and these will be the subject of negotiation with DLS and will require satisfactory resolution for this proposal to proceed.

Other areas of risk are the arrangements for the training of volunteers and provision of support staff, which largely remain to be determined. 

THIS IS THE PROPOSAL GIVEN TO COLEHILL PARISH COUNCIL

1.
PURPOSE

The aim of this report is to inform Councillors of the issues related to the running of a community library, to provide information for a public meeting scheduled for 3 December 2011, and to provide the basis of any future business plan for Colehill Community Library.

2.
DECISION(S) REQUIRED 

It is asked that members note the information within this report and support its consideration at the full council meeting on 8 November.

3.
BACKGROUND/INFORMATION

3.1. On 21 July 2011 Dorset County Council voted to withdraw funding from nine libraries, Colehill being one, and offer the local communities the opportunity to run them as community libraries. If the community does not choose to run their library it will close in April 2012. If the community does commit to continuing a library service the Dorset Library Service will continue to run the library for a further six months.

3.2. In theory there are three options available to the Parish Council; to do nothing, to fund a staffed Library service as currently provided, or to fund a library staffed by volunteers. However, in practical terms generating the funding to operate a staffed library would be impossible and to lose one of Colehill’s few community areas is unpalatable. This report therefore explores the practicality of the third option, to run the library with volunteers. It considers all of the practical aspects facing the running of such a service under five headings; Building, Volunteers, Books, Management and Finance. These headings are general and some issues cross-cut these headings. The report concludes that a community library would need approximately £10,000 per annum with around 25 volunteers to maintain the current opening hours and allow for unforeseen costs.

3.3. The Parish Council has arranged a brief questionnaire which will be publicised in the Colehill Clarion. The questionnaire aims to ascertain public support for the library and whether residents will be prepared to accept a small rates increase to fund a community library. This report assumes that support and deals with the practical running issues for a community library. 

 4.
BUILDING
4.1
Rates

In the DCC 2011-12 budget the rates was budgeted at £1,600. This is likely to be the cost of the rates of Colehill Community Library. However, if the Library were to apply for charitable status then rate relief will be available.

4.2
Maintenance
The maintenance budget for the library has been around £900 for the last 4 years. By using volunteers to do minor maintenance, not related to the general health and safety of building users, the library could bring this cost down slightly.

4.3
Long Term Capital Costs
The building is fundamentally sound and is likely to require little capital investment in the near future. However at some point in the future it would be desirable to replace the felt roof and double glaze the windows. This was costed in the 2008 building survey at £7,500 and £17,500 respectively. It is expected that the funds to do projects of this nature will be raised via external fund raising for specific projects. However, it would be prudent for the library to develop a small fund within the budget for emergency maintenance.

4.4
Fixtures and Fittings
The current fixtures and fittings are expected to be supplied from DCC under the transfer agreement. Any future investment in fixtures and fittings would likely come from any budget surpluses.

4.5
Rent
The rental cost of the building will be on a peppercorn basis and therefore the cost will be de minimus.

5.
VOLUNTEERS

The survival of Colehill as a community library will depend on the involvement of a sufficient number of enthusiastic and active volunteers; which creates an opportunity for individuals to contribute to their local community.  Volunteers have been involved in the library service in various ways over a number of years, but now the need is for our community to take on the responsibility for providing our local service and bring to it the benefits of local knowledge.


Older people bring a wealth of skills and expertise to volunteering and by passing on their skills and learning they can make a difference, not only to other people’s lives, but also their own by making new friends and often improving their general level of health and fitness.


The precise number required will depend on the organisation established, the extent of the service offered (hours open and facilities), and how much can be covered by volunteers and how much will have to be contracted out, e.g. major maintenance.

5.1
Organisation
As far as activities and responsibilities are concerned, they appear to fall within two main categories: (1) front line – attendance during opening hours to look after issues, returns, shelving returned books, etc, and (2) support activities, e.g. cleaning, gardening, small maintenance, etc.

5.2
Front line 

This is the prime visible activity and is required to cover all the required opening hours.  There is no precedent for the way this can be arranged, but it has been suggested that teams, of say five or six volunteers, could be organised to have responsibility for ‘half-days’; this would provide for working alternate weeks, with cover for holidays and sickness.  Ideally, and if possible, each team would have a member with some related experience.   Excluding Tuesday morning, this represents five half-days, i.e. 25/30 volunteers.  If numbers permit, it could also allow for opening on say Wednesday afternoon, something not currently covered at Colehill or Wimborne.

5.3
Support
There are many support activities which though necessary, are not tied to opening hours, such as tagging and entering donated books, processing returned rotated books, as well as those already mentioned like cleaning, gardening, small maintenance, etc. 

5.4
Training 

All volunteers will be expected to undertake induction training to provide them with a core range of skills, knowledge and awareness necessary to deliver a basic service in a safe environment.   An induction checklist will be used to ensure that new volunteers have a clear understanding of the service objectives and the way in which they contribute to meeting them.

Broadly speaking, some of the topics to be covered include:

 
1
Service overview,


2.
Library Service procedures/information,


3.
Enquiries,


4.
Children and young people,


5.
Health and safety,


6.
Use of public access computers,


7.
Local site considerations.

It is expected that most of the training will be carried out locally, but there may be occasions when it may be delivered centrally, particularly since there are other libraries going through the same process and the basic operations are identical.

All the activities and operations will be supported by a Volunteers Manual, an abridged copy of which will be given to each volunteer.

5.5
Opening hours
By staffing with volunteers, there is the benefit of some flexibility and so opening hours can be set by the local community.   Every effort will be made to keep the present number of opening hours, but there is already an indication that some change to the opening times could be beneficial. 

DLS has made it clear that given the level of support which they will provide, local communities would be expected to provide and maintain a minimum number of opening hours to ensure that their stock and services support can be accessed.  

5.6
Library Service Support
There will be advice and support from a DLS member of staff who will help develop the service locally.  Currently, it is proposed this will be for three hours per week for the purpose of helping to solve operational problems, support with stock management, advice on promoting the service and general assistance to volunteers.  It is important to recognise that this is for advice and guidance only and cannot be used to support opening hours.

It is intended that an annual collective meeting with representatives of each of the community libraries and Library Service managers be held in order to provide an opportunity to share good practice and ideas. 

5.7
Regulations
Whist it is necessary to have regard to any appropriate regulations and legislation, we are advised that library staff working to provide a general service in a public library do not now require a CRB check.  Naturally, all concerned must recognise the need for attention to health and safety issues affecting all who use the library; users, volunteers and DCC staff supporting the service. 

6.
LENDING OPTIONS
6.1
As part of the new arrangement DCC have said they will provide the book shelving and some of the library furniture, together with a start up collection of books taken from the library’s existing stock.  No precise figure has been mentioned, but it is thought likely to be most of the stock at the time.

6.2
Books

There will be three sources of new books:

1.
The Library Service, which will continue to supply new books; at the rate of approximately 500 per year
; based on Colehill library being banded as a Community ‘A’ library.  It is considered important that CCL is involved in the selection ‘its’ books. 

2.
The Friends of the library have, for some years, funded the purchase of good quality second-hand books selected by the librarian where recognised as popular with readers; it expects to continue in the same way, and

3. Good quality donated books accepted as of likely interest to readers.

6.2.1 
Donated Books
These together with books provided by FOCoL have averaged approximately 500 books per year.  In their report, DLS has said that Training will be provided as part of the initial training on managing stock, and how to add books to the computer system.  The RFID tags would be available for the community library to buy at cost (40p per tag).  This not a complicated procedure and is already done locally.

It is possible that additional new books could be ordered through the Library Service, provided their discount rate is considered advantageous.

6.3
Large Print and Audio Books
At the moment we understand these items will not be supplied by DLS; however, this is still to be negotiated.  Also, the opportunity to order/reserve such items remains.

Nevertheless, if sufficient demand exists, then alternative sources will be sought.  The same action may be necessary to provide off the shelf DVD’s.

6.4
Refreshed stock 
In their report the Library Service has said that community library would be provided with an exchange of some books on a regular basis.  At present they have yet to define ‘regular’, and the process by which this will be done.

6.5
Self-service units
The self-service units, as presently, would continue to be provided by DLS and supported by them with a maintenance contract.  These units are linked via a network to the Library Management System (LMS).

6.6
Library Management System
The LMS is used to manage the stock, via the online catalogue, and related transactions such as issues, returns, renewals, etc.  It is therefore essential for the operation of the self-service units.

The whole LMS is very comprehensive and goes well beyond anything needed for a community run library.  So, DLS is currently exploring the feasibility of providing access to the LMS through a “walled garden” approach, which will aim to provide community managed libraries with sufficient functionality for their purpose.  Although providing limited access to the LMS it will be easier to manage whilst still enabling delivery of a good service with the added benefit that training for volunteers would be much shorter.

6.7
Public Access Computers

These computers will continue to be provided, giving reliable and secure access to broadband facilities.  Safe access to the Internet would be provided with filtering and anti-virus protection.  This will enable local access to electronic library information and services, such as request and renewal services.

7.
MANAGEMENT
7.1  
FORM OF CORPORATE BODY

It is expected that Colehill Community Library will be formed as a charity and a company limited by guarantee, although there are other options. Day-to-day affairs would be controlled by a management committee which would report to the board of  trustees.

7.2  
COMMITTEE MEMBERSHIP

The  composition of the management committee is dependent on the response to the request for volunteers. but would  include the Administration (Secretary and Treasurer), a person responsible for co-ordinating volunteers, and another responsible for the operation of the building. In practice some of these functions may overlap, so there will need to be specific terms of reference for each post. 

An outline of anticipated responsibilities follows. (Section 7.4)

7.3   
THE TRUSTEES

The Board of Trustees will include the members of the Management Committee and representatives of specific community interests , such as the Friends of Colehill Library and Colehill Parish Council. 

They will meet as required, but at least annually.

7.4  
MANAGEMENT COMMITTEE

Each. member should each have a specific responsibility and, if possible, expertise/experience in/of the tasks undertaken.

7.4.1   Chairman of Committee

Promotion and  management co-ordination

7.4.2   Secretary
Correspondence and minutes.

7.4.3   Treasurer

Bill payments and records

Forecasts and statistics

Fund Raising

7.4.4   Volunteer Co-ordinator

Co-ordinating, recruiting and  arranging training of volunteers

7.4.5   Building Manager

Present and future needs and work.

7.4.6   Legal Matters (possibly the responsibility of the Secretary?)

Formation of Community Trust/Limited liability

Obtaining Charitable status and making annual returns 

Agreements: D.C.C, E.D.D.C., P.C., Others .

Health & Safety

Contracts, 'Staff Terms of Engagement’

7.4.7  Publicity Officer
Write and distribute regular newsletters

Liaise with Media on activities, promotions, etc.

7.5      LIBRARY ACTIVITIES

7.5.1   Library Service

Stock issues/returns

Computer/Copier assists

Members registration

Requests

7.5.2   Stock Controller (books, magazines, newspapers, videos, audio books)

Obtaining Stock - purchased or donated

Stock classification and preparation for Library

Selling/scrapping obsolete stock and declassifying

Stock rotation: Library to Library

7.5.3   Maintenance

Minor/non-skilled maintenance e.g. light bulb change, tighten screw, oil door locks, etc.

Building - contract out

Furniture/Fittings - contract out

Services: electrics, gas, plumbing, telephone, computers, copier, etc. - contract out

Fire and Security systems: extinguishers ,sensors, alarms, etc. – contract out

7.5.4   Cleaning and Hygiene

Floors

Windows

Furniture, shelves, etc.

Lavatories

Kitchen

External - paths, etc

Equipments - computers, copier, telephones, etc.

8.
FINANCE
For the year ending 31st March 2012 the total Council Tax charge levied on Colehill residents (Band D) was £1623.11 of which Colehill Parish Council’s part was £23.50.  Colehill comes 12th highest on the ranking of East Dorset parishes by Band D Precept reflecting the relative lack of community infrastructure.

8.1      Annual Cost  (Based on DLS 2010/11 figures)

Colehill Library costs for 2011/12 are budgeted by DLS at £30,700; including £25,700 in respect of staff costs. Excluding staff cost, the net figure of £5000 needs to have estimates for insurance and property maintenance to represent total overhead cost. The DLS figures exclude VAT, which would probably be chargeable to the Community Library at various rates, from 0% to 20%.

Including VAT in the costs the restated annual costs, (including loss of DVD rental income) at an estimated £5620 before insurance and property maintenance.

There are numerous questions about the costs recorded by DLS which need to be answered, such as their nature, liability to VAT, and the possibility that some may be carried out by volunteers at lower costs.

8.2    
Specific cost issues

8.2.1   Utilities (electricity, gas, water) 

The cost of utilities will need to be carefully managed by the library as they have to potential to become the dominant outgoing of the library. The cheapest way to secure our utility supply will be via the County Council’s corporate energy contract and we are hopeful that the council will offer the facility to the community libraries. This would leave the bill for utilities at approximately £950pa. The kWh energy consumption figures were obtained from DCC’s Corporate Sustainability Officer to provide a cost estimate of securing our own energy supplier. The cheapest currently available option was in the region of £1,350, approx £400 more than DCC’s cost.
8.2.2 Insurance 

Insurance will be a major hidden cost to the running of a community library. In addition to the standard building and contents cover which Dorset County Council attribute to the library there is also the additional cost of Employers, Public and Trustees Liability insurance which is not considered in the Dorset’s estimation of insurance costs at approximately £1,600. An indication has been gained from an insurance broker who has previously provided insurance for other community libraries. The costs of insuring the building, based on Dorset County Council’s valuation of the rebuilding cost at £256,600, would be £513 pa. Further insurance to cover EL to the value of £10 million and PL to the value of £2 million and TL to £250,000, also including shelving and computers at a value of £4,000 combined would also cost around £500 bringing the total cost of insurance to £1,000pa, considerably below the County Council’s figure. In conversation with Peter Scarlett of DCC’s estates team he confirmed that the book stock will remain the property of DCC and therefore not require insurance from Colehill Community Library

8.2.3   Property Maintenance 

We are aware that DLS have not fully maintained the property or the adjoining woodland. The Parish [contracted] a survey by Chartered surveyor in June 2008.The report listed “works required” which were estimated at £36,600, including replacement windows at £17,500. It is contended that replacement windows are a capital addition and as such are the responsibility of the landlord. Excluding windows, the total of £19,100 plus VAT, represents the “Total on-going maintenance anticipated over the next 5-10 years.”

 It is anticipated that the Peter May’s report represented a standard of property, management of idealised status and that some expenditure can be deferred or even unnecessary,

The sum of £19,100 plus VAT at 20% would be equivalent to £22,920 which over 10 years is equivalent to £2,292 which compares with DLS spend of  £1049 in the 20 months to August 2011.  In the 3 years since the Surveyor’s Report the Consumers Price Index has risen from 109 to 119.4 (9.54%) and the estimated cost has been enhanced accordingly.

8.2.4  Transport Related Costs 

is presumed to be the cost of transporting stock and relocated books within the DLS. We would wish to understand the basis of the charge, which may include some element of management overheads clear and which looks to be under-budgeted.

8.2.5 Fees and Charges. 

The main constituent is “fees”, which is likely to mean overdue charges but further information is needed. DLS have stated that the DVDs will be withdrawn, so the forecast  “Restated” excludes that income source. Potential other sources of income might include receipts from activities such as raffles, talks, charges for computer printing,(but not for computer use), gifts and grants from local businesses . While it may be possible to rent out the premises for other use,(e.g. meetings) the practical restrictions limit the opportunities for use other than as  a library.

8.3.    The estimated annual running cost as restated to be  £9131 for 2011/12. This figure could be reduced as opportunities for cost savings appear and possible fund raising is investigated. Overall it suggests that an initial annual running cost of £10,000, which coincidentally was the amount suggested in the “Colehill Library Feasibility Study” in May 2007, could be achievable.

.       

8.3.1   Future years show an annual cost rise of 5% based on annual rise in the Retail Price Index at August 2011.

8.4
COLEHILL  PARISH COUNCIL

Colehill Parish Council has powers under Section 137 of the Local Government Act 1972 to incur expenditure “which is in the interest of, and will bring direct benefit to its inhabitants”.  For 2011/12 the total sum which could be raised is £36,624.28, of which some £1,150.00 has been committed as grants to local organisations.  

At this time the need is to ascertain the wishes of the Colehill community - whether it agrees that the Parish Council should meet the costs of this arrangement.

It is likely that DLS will require that Colehill Parish Council be cited as “custodian trustees” in the lease or similar document, as is the case with Colehill Memorial Hall.

8.5     HAND-OVER PERIOD

The DLS has advised that they will be prepared to extend the current finance of Colehill Library by a further 6 months to the end of September 2012. While this would approximately halve the annual running costs, there would be initial costs, particularly legal, and reimbursement of training costs for volunteers so that the sum requested would be of the order of £10,000.

9.        CONCLUSIONS

There are a number of challenges involved in the running of a community library and without further clarification from Dorset County Council as to the precise package of support available it is impossible to say for certain that Colehill is capable of running a community library. However, if the aforementioned questionnaire shows public support for the continuation of a library service in Colehill then the basic requirements would be a per annum funding of approximately £10,000 and around 25 committed volunteers. 

Report Authors: Derek Henderson, John Gooch and Graeme Smith
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