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1. Issue

1.1 This Library Facilities Review is phase 2 of the Library Service transformation. This Review (focusing on buildings and vehicles) needs to save £150,000 from 2012/13 budgets.

1.2 A number of options have been presented, and consulted upon to achieve these savings. 
2. Need for a decision

2.1 The preferred options involve reduction in service provision to meet the budget savings required.
3. Recommendation

That Cabinet:
3.1 Delegates authority to the Director for Communities, in consultation with the Cabinet Member for Communities, to reconfigure the mobile library service to concentrate on those who are housebound and in residential care to achieve savings of £105,000. 
3.2 Delegates authority to the Director for Communities, in consultation with the Cabinet Member for Communities, to reduce the opening hours of Beechwood Road, Brighouse, Elland, Hebden Bridge, Hipperholme, King Cross, Mixenden, Northowram, Rastrick, Shelf,  Skircoat, Sowerby Bridge and Todmorden Libraries to achieve savings of £45,000. 
3.3 Approves the creation and delivery of a programme of improvements comprising 5 key actions for each community library. These will seek to develop interest from local people in the delivery of their library services with the aim of creating a new model of community library provision.
4. Background
4.1 This review of library facilities is phase 2 of the Library Service transformation. In 2010 phase 1 savings of £250k were identified mainly through a staff restructure involving deletion of management, supervisory and support posts. For phase 2 a further saving of £150k this year has been made by reducing the library stock fund. This ongoing facility review (focusing on buildings and vehicles) needs to save another £150k. In total the transformation specific savings will be £550k.

4.2 The Public Libraries & Museums Act 1964 is the key piece of legislation governing Library Service provision. Under this Act the Council is required to provide a ‘comprehensive and efficient library service for all those persons desirous of the use thereof. The legislation does not prescribe how the library service should be provided, that is left to the discretion of the Council. However, the report of the Wirral Enquiry (2009) defines the requirement for ‘an assessment of local needs’ and any proposed changes to be evidence based and part of an overarching service strategy.
4.3 In response to this requirement for evidence, comprehensive data about all library service points was assembled for the Review and placed both on the Council’s website and hard copy at each library. This included:

· Annual running cost of each static library and mobile library, including frontline staffing, rates, energy, cleaning and communications.  

· Performance information, for all libraries and mobile libraries including annual visits, active borrowers, items issued, cost per visit and cost per issue. 

· Community profiles of the 21 district community libraries, including the plotting of other council or partner services, within a 2 mile radius. 

· Information from surveys undertaken on opening hours in 2010 and satisfaction in 2011.

4.4 Public library services are one of the most highly valued local authority services. They attract a wide spectrum of the community, from young to old and from all backgrounds. They are valued not just for the range of services they provide but also for the shared public spaces and focal points they provide in communities. As a result any proposed changes to library services can prompt local campaigns. Legal challenges have recently been made in some local authorities where opinion felt that the decision making process had not taken needs of the local community into account. In the cases of Wirral and more recently Somerset and Gloucestershire, the challenges were upheld. In the case of Brent Libraries the High Court found in favour of Brent Council’s proposed six library closures.
4.5 Whilst this review looks to deliver a budget saving it does so by looking at providing an efficient and effective library service for the people of Calderdale, taking local needs into account and responding to the feedback from the consultation. 
4.6 Through targeted investment, successful bids for grant aid and partnership working, the Library Service has made significant progress in its library renewal programme over the past 6 years. It includes new libraries at King Cross and Shelf; major redevelopments at Hebden Bridge and Brighouse plus several more refurbishments and extensions to other community libraries. Significantly these projects are hosting a much wider range of service provision and have become cultural, social and educational hubs for the communities they serve.  

5. Options considered

The following 3 options were used as part of the public consultation held over 6 weeks between September 9th and October 23rd   2011. The report of the consultation is Appendix 1.
5.1 Reduced library opening hours
5.1.1 
Opening hours vary across the library network from 8 hrs per week at libraries such as Stainland and Walsden to 45 hrs per week at the district/ town libraries. 

5.1.2 
The comprehensive consultation on opening hours in 2010 confirmed that users were on the whole happy with the opening hours but additional hours would be desirable. Restricted opening times are one of the most common complaints from non-users. 

5.1.3
However from the results of the survey it is evident that reduction in hours is considered preferable to full library closures. In light of this, reducing opening hours at the 6 district libraries from 45 to 37 a week could achieve a saving of approximately £20k per annum. These Libraries are Brighouse, Elland, Hebden Bridge, King Cross, Sowerby Bridge and Todmorden. 
5.1.4
Similarly, reducing the weekly opening hours at the medium sized community libraries would save approximately £25k per annum. These libraries are Beechwood Road, Hipperholme, Mixenden, Northowram, Rastrick, Shelf and Skircoat.
5.1.5
Any reduction in opening hours would be looked at geographically to optimise opening times across neighbourhoods, including evenings and weekends.
5.1.6
This option to decrease opening hours could provide scope and encouragement for local communities to use the library space for their own purposes. It might be that they develop a particular local library offer which increases availability of the facility and makes better use of the asset, which would otherwise be closed.
5.1.7  The reduction in opening hours will require re-configuration of library staff’s working hours. However, vacancies have been held open pending the outcome of the Review to ensure that there will be sufficient available vacant hours to maintain contracted hours of any staff affected by the changes. If this option is taken consultation with affected staff will be undertaken.
5.2. 
Reduction in the mobile library service
5.2.1
The current mobile library service comprises 2 specialist vehicles providing a mainly book loan service with some A/V material. A capital investment in new vehicles is required periodically and replacement of the 2 vehicles is now due if the present level of service is to continue. 
5.2.2 
There are 3 variations to this savings option, all were consulted upon and they are:
5.2.3  If all mobile library services were to cease then the full saving would be £150k. This option received the least public support, 8% in favour. Respondents obviously feel that the service should remain in some form to serve particular groups.

5.2.4
The second proposal is to save up to £105k by ceasing the current mobile library service and introducing instead a delivery service for certain groups. Typical users of this service would be older people, disabled or infirm, including housebound users and those in residential homes. This would essentially be a home delivery service of personalised book collections and delivered via a van. This is a common model used in other local authorities. The home delivery service already has some volunteer support and this could be expanded on this basis. This option received 46% support. Current users of the service total around 200 and the service would look to increase this by 50%. 
5.2.5 A saving of up to £70K could be achieved by investment in a single small mobile library vehicle that allows users to board. This option would also deliver items to the groups of people mentioned in 5.2.4 and could expand, up to a point, to include groups without transport links into the nearest static library. Such a service could be enhanced and expanded by volunteer support. 32% of respondents in the consultation supported this option.
5.2.6
If the option is taken to reconfigure the service to focus only on the housebound groups there will be implications for the mobile library staff. They are aware of the proposal and recommendation and have been consulted on options. As mentioned in 5.1.7 vacant posts have been held throughout the library service to accommodate any service reductions. 

5.3. 
Library closures 

5.3.1
The full £150k could be achieved by this option or it could contribute a part of the savings target in combination with options 5.1 and 5.2 above. The savings achieved by closures would depend on which libraries are identified. However, closing libraries was the least preferred option of all those who responded, 6% in favour.
5.3.2
Should libraries be closed there are indirect savings to other Council services, principally ICT and premises costs. These are included in the savings figure of £150K.
5.4.
Future Governance Models 
The public were also asked for their opinion on future governance models. Some of these may yield further savings but not in the immediate future. 
Following their Future Libraries Programme the Museums Libraries and Archives Council (MLA) proposed four models of reform which essentially are:

· Co-location of services

· New provider models

· Shared services across council boundaries 

· Active community involvement and empowerment

These four models are medium to long term solutions. One of the key messages is that they will not bring savings in the short term. The models have emerged from10 pilot schemes that were funded for 12 months to August 2011. 
Some elements of these models have already been introduced in Calderdale and others may have some further merit given time and resources.

5.4.1 Co-location of services

Co-location of services has been a feature of library developments completed in Calderdale over the past 6 six years. At Shelf there is now a library, village hall and a pre-school group all operating within the same building. At Northowram, the library extension provides accommodation for Family Centre activities, police and community work. 

A Customer First office operates out of Hebden Bridge Library. King Cross Library is both a meeting point for range of community groups and a conspicuous success in attracting new users. 

Libraries also provide network points for peripatetic council staff who can drop in to work locally rather than returning to a central office location.

This strategy of co-locating services within libraries, and through this establishing community hubs, is within the Council’s Fresh Start programme. 

These projects have been strategically planned but further opportunities can also arise from time to time out of partnership working but by their nature they are usually medium or long term in realisation. The Library Service regularly contributes to the Corporate Asset Management Review. In this way it actively seeks every opportunity to align its requirements with partners and other services within the Council in order to pursue its development programme. Benefits of this approach can often accrue to the partner organisation rather than the library service e.g. Family Centre, police.
Of the options for alternative delivery methods put forward in the consultation questionnaire co-location was the most preferred at 29%. 
5.4.2 
New provider models
A number of models are discussed in the report including trusts, private sector providers or outsourcing to another council. Nationally there are currently only a few examples and this course of action would require in depth research and feasibility studies to assess what savings if any might be achieved within Calderdale. Although an option for the future this would not deliver the required saving from April 2012. 4% of those responding to the consultation were in favour.
5.4.3 
Shared services across council boundaries 

The Library Service is a founding member of the Yorkshire Book Consortium, through which it procures favourable discounts on new books and audio visual material. 

Some work has been undertaken in Yorkshire and Humber (prompted by Society of Chief Librarians) in terms of mobile library services. However no agreement on a common strategy was achieved due to timing and budgetary issues with the individual authorities.
The overall outcome of this strand of the Future Libraries Programme is that any move to shared services would have issues of local determination and governance and these would need to be resolved as part of the process and degree of saving for each authority. Any solution would need to recognise local priorities and budgetary positions.
Again, although an option to be considered for the future when good practice has emerged it would not yield the required saving from April 2012. This option received 28% support.
5.4.4 
Active community involvement and empowerment

Transferring libraries to a community body was also an option explored as part of the Future Libraries Programme. This includes a range of approaches from volunteers running the library through to full transfer of the library asset to the community. Should this proposal be implemented the response is likely to be variable across the Borough. It may be that an organisation assumes responsibility for the whole or just part of library provision in a locality. 
Recent developments in other local authorities have shown that a variety of models are possible. If the recommendation to reduce opening hours is taken then it would be the appropriate time to test and stimulate interest for supporting libraries within the community. 8% were in favour of this option but it may be that there was little detail to aid their decision. 32% said maybe.
6. Consultation 

6.1 
The Library Facilities Review consultation ran from September 9th until October 23rd   2011. The questionnaire was available in hard copy at all libraries and other community venues and also on line.  Feedback on the 3 savings options detailed in paras 5.1, 5.2 and 5.3 above was sought by giving a brief background to the options and asking people to state ‘Yes’, ‘No’ or ‘Maybe’.
In order to further assist people with their deliberations a full set of library profiles, including performance and financial data together with community information was provided to view on the web, with hard copies at each library and Customer First outlet. Three drop in sessions were also held during the 6 week consultation period. 
Details of the consultation were promoted through Ward Forums, the Council web site and posters. The Talkback e-panel was also used.
The total number of completed returns was 2235.
6.2 
Results and Findings
6.2.1 Savings Options

In summary (Appendix 1 contains the report) the results tell us in terms of the savings options:
a. Cease all mobile library services, saving £150,000: 8% yes, 15% maybe, and 77% no.
b. Concentrate mobile services on those who are housebound or in residential care, saving £100,000’: 46% yes, 29% maybe, 25% no.
c. as option (b) but include those communities more than 2 miles from a library, saving £70,000: 32% yes, 39% maybe, 29% no.
d. Reduce opening hours at 6 large (district) libraries from 45 hours to 37 hours, saving £20,000: 33% yes, 33% maybe, 34% no.
e. Reduce opening hours at 5 medium sized libraries to a standard of 25 hours per week, saving £20,000: 24% yes, 31% maybe, 45% no.
f. Close some libraries, to save up to £150,000: 6% yes, 12% maybe, 83% no.
From the consultation results it is clear that closing libraries is the least favoured option to achieve the required savings. Whilst reduction in opening hours received a mixed response a higher percentage was in favour of this approach rather than closing libraries.

There is obviously recognition of the importance of the mobile library service and people weighed up the various needs of its users. There was support for continuing a service for those housebound or in residential care.
6.2.2  Alternative delivery models

a. Share some or all service across Council boundaries: 28% yes, 
48% maybe, 25% no.
b. Co-locate council services. For example, libraries with children's centres, youth centres, schools or customer services 29% yes, 42% maybe, 
28% no.
c. New providers: outsource libraries to the private sector or a trust: 4% yes, 18% maybe, 79% no.
d. Empower communities: transfer libraries to community or voluntary management: 8 % yes, 32% maybe, 60% no.
Of these medium to longer term options co-location and sharing services were the most preferred but neither scored highly. However, combining yes and maybe responses reveal that there is significant potential support.
The least preferred is the introduction of new providers to outsource libraries to the private sector or a trust. As part of the consultation process a commercial provider submitted an expression of interest. 
There was a cautious response to the concept of community or voluntary management. Only 8% supported this, however another 32% qualified their response as ‘maybe’ which perhaps indicates that more information is needed on this model. Discussions have been held with ‘Locality’ – the nationally recognised organisation working with communities on asset development, asset transfer and capacity building to help and address these needs. If this option is pursued further guidance and assistance on best practice can be followed up. 
6.3  Conclusion

Taking into account the consultation results the proposal for achieving the savings could be:

· Reconfiguration of the mobile library service and introduce a service focused on the housebound and those in residential homes. There are currently around 200 library members who regularly receive a home delivery. The proposed new model has potential additional capacity to increase to 300.
· Reduce the opening hours of district and medium sized libraries as indicated. 

7. Financial implications
7.1 Ceasing the current mobile library service and concentrating on those who are housebound and in residential care properties would save £105,000.
7.2 The remaining £45,000 could be saved through a combination of reduction in opening hours at district and medium sized libraries.
7.3 Provided a decision is reached by early January 2012 the above actions could be achieved by April 2012 and therefore the required budget saving will be realised.
8. Equality and Diversity

8.1 
It is recognised that the reduction of the mobile library service may disadvantage some sections of the local communities who do not have transport to enable them to get to a static library to access face to face library services. 

However, the reconfigured mobile library service will protect priority groups, particularly housebound members and individuals in residential homes.

 8.2
Although reduction in opening hours at the district and medium sized libraries is proposed, the 8 smaller community libraries will continue with the same level of service. This ensures that there will be continued access to libraries at the neighbourhood level. The Equality Impact Assessment forms Appendix 2.
9. Contribution to Delivering Population Outcomes
9.1 Communities - Provision of accessible and convenient services that are safe for both young and old, to create a vibrant and cared for neighbourhood. Interest in volunteering to support delivery of both static and mobile library services will be explored.
9.2 
Use of Resources – opportunities will continue to be sought to identify co-location opportunities thereby optimising value for money.
9.3 
Economy and Enterprise – retaining a Council asset supports positive activity in terms of anchoring local services within communities.
10. Corporate implications

10.1 The Council needs to demonstrate compliance with the 1964 Public Libraries and Museums Act in any changes to provision of library services. (see para 4.2).
10.2 There may be an effect on Transport Services budgets. Discussion has taken place with Transport Service officers regarding the reconfigured mobile library service and ways that this might be introduced most economically.
10.3 Locality working – the library network provides a natural framework for clustering local services conveniently for residents.
10.4 Asset Management Review – there is potential for additional use of the asset base through co-location and also support for flexible working for Council staff through providing drop down points and network access in libraries.
11. Conclusion

11.1 Libraries continue to be one of the most valued and well used of Council services with high satisfaction ratings. The 6 week consultation process generated a great deal of interest and engagement. 2235 responses were submitted. 
11.2 The options presented offer a strategic choice between maintaining the current network of 22 libraries or a reduced number supplemented by mobile services.
11.3 Libraries are not just about borrowing books, they support learning and job seeking; they are venues for ICT activity, for cultural and social events; and they can be hosts for partner initiatives linked to education and health, for example. With its current library network Libraries are ideally placed to expand their cultural and educational functions into an even wider community role.
11.4 This community hub approach can still be adopted with a reduced network but closures are the least popular option with the public. 
11.5 Library closures can be avoided and the required savings achieved by reducing opening hours (£45k) and reshaping the mobile services (£105k). 

11.6 Reduced opening hours also spread the impact more widely and fairly. Moreover the effects can be mitigated by building capacity to engage communities in the delivery or enhancement of their local services. The use of volunteers in libraries is not uncommon. The Service has used volunteers, for example, for the housebound service and in ICT coaching for some years, primarily enhancing or adding value to the core service. 40% of respondents in the consultation answered yes or maybe to ‘empowering communities’ in this way.
11.7 In terms of co-location and shared services, the Library Service has been pursuing this course successfully for some years. The consultation results endorse this direction of travel (72% and 75% respectively said yes or maybe to this option) and the Service is able to step up its work to secure such opportunities. Co-location and shared services are consistent with a community hub approach. 
Robin Tuddenham
Director of Communities
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