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(i)   Overview to Business Plan.

This Business Plan attempts to provide a structured schema for the situation and environmental analysis of the Buckley Public Library. 


The board objectives of the business plan are as follows:

· To clarify organisational purposes and objectives,

· To determine organisational objectives and priorities,

· To provide a framework for policy and decisions,

· To aid effective allocation and use of resources,

· To define critical issues and constraints.

(ii.)  Methodology.

Where possible, a wide variety of sources have been consulted in compiling this proposal, including online references, recently published articles, books, and statistical reference works.

The Business Plan will be structured according to the following format:

(1.)  Executive Summary.  A brief introduction to the organisation, its background, current strategic agenda and managerial structure. 

(2.)   Situation and Environmental Analysis.  An analysis of external and internal factors affecting the organisation and service provision.

(3.)   Strategic Management and Public Relations Agendas.  A set of new strategic 

agendas for the institution, defining what the organisation wishes to become.

(4.)  Strategic Development Plan.  A definition of strategic approaches for delivering our Strategic Management and Public Relation strategies, drawn from current management theory.

(5.)   Action Plan.  A step-by step agenda for implementing key goals from our Strategic Management and Public Relations Agendas.

(1.)  Executive Summary.
This section prides a brief description of the information service provider, comprising the following:

· Location, focus and scale:   Buckley Public Library is based at the shopping centre in the large urban town of Buckley in North East Wales.    The library serves a wide area, including the townships of Ewloe, Sychdyn, Llong, Pen-Y-Fordd, Drury, Bistre, Penymynydd and Mynydd-Isa.

The library is a focal point for the wider community, possessing a large display gallery and permanent local history museum.

The library participates in a wide variety of school and local authority projects and adult-education schemes.

· Information service provision.  The library provides conventional fiction and non-fiction collections, and possesses a small loanable, non-chargeable audio and video collection. The library also provides a variety of local authority and council-related information literature.

· Additional service provision.  The library provides a home-bound delivery, and mobile library service, and regularly liases with schools around the area in circulating books.  The library also provides a citizens advice enquiry service.

At present the library has no public IT services, and no internal client-server network.  The library uses a dedicated automated library management system using a proprietary, non-standard local network.

· Mission statement, strategic focus and library policy. The library does not possess any kind of mission statement, or strategic plan, but adheres to appropriate council and local authority published policy.

· Managerial structure and approach. The library has one regional multi-site manager, and one full-time managerial assistant.  The library also posses four full time, and three part-time library assistants, who work collectively with managerial staff as a team.   Common tasks, such as desk and enquiry work are shared between assistants and the deputy manager, while specialist tasks, such as cataloguing, acquisitions and processing are delegated to staff at appropriate times. 
(2.)   Situation and Environmental Analysis.

This section attempts to define the scope, quality and potential of existing library services, and consider how the role and functions of this sector may evolve in the future.

Firstly, we will explore the environment in which the library operates, both external (macroic) and internal (microic).    (Corrall. 1999).   

Issues are discussed under the following broad categories:  

1.   Macroic, (external) and sector-related factors. 


In evaluating external factors, we shall consider the PEST model, including the following variables: political influences, sociological influences, economic influences, and technological influences.   (McDonald.  1993.) 

While we need to examine recent events and current conditions, we will also consider general trends and tendencies in public library working.  A few examples of issues to consider are provided below:

	Politics
	Society

	· Government stability,

· Industrial Policy, (eg: privatisation, government expenditure.)

· Taxation (eg. VAT.)


	· Consumerism,

· Demographic changes,

· Home-working,

· Literacy,

· Skills shortages.



	Economics
	Technology

	· Employment patterns,

· Exchange rates,

· Inflation.
	· Local Network advances, (eg: intranet technology, Extranets.)

· Internet technology (eg: multimedia, GCI resource embedding.)

· IT obsolescence,

· Internet standards (Client-server model, TCP/IP and other communications protocols,)

· Software standards, (relational database management, application layer protocols, eg: Z39.50, SR.) 





Since the early Nineteen Nineties, the proliferation of digital media, sites on the World Wide Web and increased availability of local network and Internet technology has brought radical changes to the information industry, and to the role of information professionals themselves.


In The End User Revolution, Richard Biddiscombe discusses how information professionals can work with the end user in harnessing the potential of enhanced technology and resources on the World Wide Web, and in other electronic formats.   Biddiscombe’s emphasis is on the need for adequate IT and ICT (Information Communications Technology) training in libraries:


‘There is a new role for what we must increasingly refer to as the information professional. … Training is one of the most pressing needs at the present time…’  

 (Biddiscombe  1997.)

Today, with greater availability of Internet access in the home and university, public libraries are under pressure to participate in the provision of digital information. 

Public libraries have been criticised for failing to harness internet and local network technology to improve and develop library services for the user.    The possibilities for local and global network use in public libraries include the following:

· Provision of user awareness information via the library Web site.

· Availability of a library OPAC (online public access catalogue,) for public use,  (An interactive library catalogue allows users to renew books and carry out similar routine tasks themselves, reducing staff workload on issue desks.)

· Use of network sites to provide links and resources for schools and other organisations in the community.

· Use of a local network (LAN, intranet etc.) to provide local PC workstations for users,  and to provide CD-ROM and other networked applications.

· Access to online indexing and citation databases, such as BIDS, OCLC and IGENTA.

· The possibility of home access to library services, especially advantageous for the disabled and infirm.

Whilst many problems exist in providing enhanced, network-based services in public libraries, it is vital to develop the public library service to fulfil the educational and information demands of modern society.   The 1998 Audit commission report discusses uses of new technology in public and other major library sectors.  The report suggests that public libraries should harness new technology, thereby strengthening and affirming the viability of the public library sector:

‘Although the needs which motivated the creation of the library service persist, the service is under greater pressure now than at any previous time.   Other agencies, are potentially in competition with libraries...’  

(The Audit Commission  1998)


Whilst it is essential to develop public library services, there are many problems facing the provision of new services.  These include the following:

· Installation of new equipment and systems.

· Training staff to use new equipment and software.

· Developing sufficient new policies on the uses of new systems.

· Funding and budget management.

Several major recent trends in the information industry, in

information-working, and in user-expectations have influenced official government legislation and focus on public library service provision.

    A number of independent organisations have published articles and reports on the issues affecting public libraries in the past few years.  These independent reviews have increasingly influenced government opinion, and have influenced official legislation on the requirements and model for public libraries in the future.

(a.) The Follett Report, 1993. (The Joint Funding Council’s Libraries Review Group.)

The Follett Report demonstrates the problem of under funding in academic and public libraries, and identified the following key aspects:

· The increased cost of running and maintaining libraries.

· The increasing demands of new technology.

· The need for increased IT literacy and training in library staff.

(The Follett Report 1993.)

 (b.)  The Widening Participation Committee (W.P.C.) and the National Institute of Adult Continuing Education  (NIACE.)

The Widening Participation Committee was established by the government’s Further Education Funding Council (FEFC), to make recommendations on how participation in learning might be increased and improved. 

In particular, the Committee aims to address those currently left outside the 

educational establishment.

The W.P.C  report, Pathways to Success (’97), made two recommendations to the FEFC for immediate implementation:

· A new partnership scheme between industry and educational/ information sectors, funded by the Department for Education and Employment.

· A ‘New Learning Pathway for Adults’ scheme, to provide learning facilities via local services, schools and libraries.

Another recent report from the  WPC. and NIACE is  The Kennedy Report: Learning Works  (1997.)


The Kennedy Report recommends a number of incentives to increase the participation of all ages in learning and education.  The role of the public library is pivotal to the aspirations of the report.   The report contains the following key recommendations for central government:

· Creation of a national system of partnerships to facilitate collaboration between public services and private industry.

·  A Learning Nation Fund (from the National Lottery) to provide training for the long term unemployed via information providers

· Developing  a national credit framework for measuring learning gain (value added) across all post-16 learning
· A national policy to provide community information, advice and guidance.

(c.)    The Library and Information Commission  (L.I.C.) Report:

          Building the New Library Network  (1997.)
The LIC was set up in 1995, by the Department for Culture, Media and Sport. It is a national source of expertise, advising Government on all issues relating to the library and information sector.   The Library and Information Commission published  their report, Building the New Library Network in 1997, setting out a strategy for the radical transformation of public libraries.   

The report recommended the establishment of a national information network compatible with the ‘National grid for learning,' to provide a national repository of cultural, academic and political information accessible through the public library and other community information providers.

The report also suggested the creation of a task group to implement the new network, and co-ordinate its development across the public library sector, through training and technical support.

The report also suggests that the availability of network access and end-user training will allow users to manage information themselves, enhancing staff efficiency in public libraries by reducing workloads: 

‘By connecting to the National Grid for Learning, easy access to a high-performance network will, in addition, encourage adults to use libraries for self-directed and informal learning and for re-skilling…’









(LIC  1997.)
(d)  The Fryer Report,  November 1997.   

The National Advisory Group for Continuing Education and Lifelong Learning  (NAGCELL.)

The Secretary of State for Education and Employment established the National Advisory Group for Continuing Education and Lifelong Learning in June, 1997.   Its first task was the preparation of a ‘White Paper’ on Lifelong Learning.  The resulting report was entitled: The first report of the National Advisory Group for Continuing Education and Lifelong Learning, or The Fryer Report.

The Fryer Report is an extensive set of recommendations on the necessity for developing ‘lifelong learning’ in the community.  This report influenced subsequent government policy, in the form of the later Green Paper, The Learning Age (1998), and the White Paper Learning to Succeed (1999.) 


A number of key proposals are discussed in the report:

· The need to expand funding devoted to supporting ‘lifelong learning.’ 

· The need to create a regulatory and funding regime where institutions are responsive to the needs of lifelong learners in the community. 
(e.)  The government’s 1997 policy document:  New Library: The People’s Network.
In 1997,  Tony Blair's government responded to the L.I.C. report, Building the New Library Network, with this policy document, outlining methods for the implementation of many L.I.C. recommendations.

Central to the report is the focus on public libraries as the medium for the new information network:

‘The government signals its commitment to an information policy with a strong emphasis on a central role for public libraries...’

(New Library: The People’s Network  1997.)

Another key emphasis is training.  The report promised that 27,000 public library sector employees will receive training to improve I.T. standards. 

 Recently, a considerable amount of  money has been allotted to the 'People's Network':

· In 1998  - £200 Million was allocated to the 'Lifelong learning' project to enhance the educational role of public libraries.

· In September 1999 - £20 Million was allocated for the 'New Opportunities Fund' to  train Public Library Staff in I.T. skills.

· £50 Million has been allocated recently to the 'New opportunities Fund' to digitise educational and cultural material for inclusion on this new network.

(f.)   The Audit Commission Report, 1998.

Due for Renewal: A Report on the library service.

This report identified many areas of concern in public libraries.  In particular, the report identified reduced access to libraries (opening hours) between 1996-1997, and a decrease in funds available to libraries during the same period.

Several key issues were highlighted:

· Declining usage in public libraries,

· Reduced access (opening hours) to public libraries,

· Increasing costs in running public libraries.

The report identified a 6% overall national reduction in opening hours between 1985 and 97, and a national drop in book issues from 5.6 million (1986) to 5 million (1997):

‘The number of books issued for loan shows a steady decline over the past ten years. Over the same period, one third of libraries that were open for more then 45 or more hours a week have reduced their hours to below this level.’

(The Audit Commission  1998)

The report also identified a lack of I.T. and I.C.T.  initiative in public libraries, and  recommended the development of new policies in I.T. for library administration.  The following improvements were recommended:

· Adoption of automated circulation systems as standard in all public libraries.

· Public access to the circulation system catalogue, to reduce staff workloads.

· Adoption of self-service issue terminals.

The report also suggested that I.T. and  I.C.T. can provide enhanced services to some client groups, including:

· The housebound, disabled and infirm, 

· Institutions,

· Remote and inaccessible areas.

The report suggested more scrutiny of financial and library stock management, suggesting that libraries observe the following:

· Monitor trends in resource usage to enable forward planning, and should... 

· Work with other libraries and organisations to share resources.

(g)   The Government Green Paper on ‘Lifelong learning’: The Learning Age,  1998,          

        (Published by the DFEE.)

      In the recent Green Paper, The Learning Age,  ‘Lifelong learning’ is defined as:

'…the continuous development of the skills, knowledge and           understanding that are essential for employability and fulfilment.' 

(The Learning Age.  1998)

This government paper emphasises learning for its own sake and for active citizenship within local and wider communities, as well as to develop a 'well-educated, well-equipped and adaptable labour force.'   The report  highlights the necessity of involving local libraries in learning in the community.  This report did not become legislation, but is elaborated and developed in subsequent official policy, such as the report, Further Education for the New Millennium.  

(h)   The Government policy document: Further Education for the New Millennium, a response to the Kennedy Report. 1998.   (Published by the DFEE.)

This report reaffirms the government’s  commitment to the establishment of a learning society in which all people have opportunities to succeed.     In particular, the report emphasises the need to build strong links between local libraries and industry:  

‘…strong partnerships are now needed to develop efficient local strategies for learning’      

(Further Education for the New Millennium  1998.)
   In particular, the government aims to provide funding for an extra 500,000 people in further and higher education by 2002.   The report promises the introduction of Individual Learning Accounts (ILAs) which will help those with low skills or low pay, and who may not qualify for automatic course fee exemption.

(i.)    The Government White Paper:  Learning to Succeed: a new framework for post 16 learning.     (Published by the DFEE, September 1999.)

This White Paper outlines a number of issues affecting the public library service.  In particular, it defines forthcoming legal requirements for co-operation between public libraries and industry, in providing a broad further education system for the general public.  The report defines the blueprint for a ‘Skills Council’ to decide policy in developing future ‘lifelong learning’ projects, this will consist of independent bodies,, such as NIACE, the WPC, business and commerce, and information providers.  This society will exist at a national and local level, with local organisations and libraries deciding ‘lifelong learning’ projects in the community .   

‘…equal access to education, training and skills opportunities should be a priority.  Learning Partnerships will be at the heart of these new arrangements.  This will ensure that the system is fully responsive to local partners and community needs.’



(Learning to Succeed: a new framework for post 16 learning  1999)

3.   Microic, or internal environmental factors.


Before determining the library’s future, a thorough assessment of the library and service-provision is required.  Integral to any internal review is an assessment of current resources and services available.  On the issue of performance evaluation, Corrall has commented:


‘Performance evaluation is an essential component of strategic planning and management...  ...to inform the review process and influence future decisions on objective-setting, service development and resource-allocation.’  (Corrall. 1994.)


In planning our broad review of the existing library service, the following issues may need to be considered:

· Personnel issues.

What knowledge, skills and attitudes do the staff possess?

Doesservice provision meet any current requirements?

What is the staff turnover rate?

· Facilities.

Do we have adequate buildings, furniture and equipment?

How does our accommodation compare with peers?

When do we wish to replace equipment?

What resources/ equipment will we need for the future?

· Funding.

What are our main sources of income?

Does current funding provision meet identified needs?

Do we have enough flexibility in the allocation of resources?

What changes can we expect in the future?

· Services.

What are the areas of high/ low demand?

Are patterns of use changing?

What is the competition?

Is there scope for co-operation?

· Users.

Who are our current users?

Who are our potential users?

Are we meeting user-needs?

Will user-needs change?





(Corrall and Brewerton. 1999.)


Another issue for understanding current library infastructure are its stakeholders.  These individuals influence the future of the library, and it is vital to be aware of this feature in policy and decision-making.   The stakeholder diagram below illustrates the stakeholders at the public library:

	Political Stakeholders.
	Organisational Stakeholders.
	Other Stakeholders.

	Local Authority Executive.

Coordinates county-wide provision of library services. 
	Branch librarian (manager.)

Responsible for broad administration of library services, and official policy implementation.
	The Joint Welsh Funding Council and other national funding bodies.

Funding body for library services and projects.

	Local Council Executive.

Administers the library service and appoints new staff.


	Deputy librarian.

Assists manager in implementing branch responsibilities.
	The Library Association and other regional associations.

Decides professional policy and regulations.

	National Assembly of Wales Executive

Decides key national policies and strategies within Wales..
	Assistants.

Decide day to day issues and provide crucial end-user services.
	Community bodies, 

Including schools, charities, educational groups, interest groups.



	Westminster Government.

Decides key UK policies and strategies.
	Users.

Receive services as provided by service as a whole.
	Other specialist bodies, 

eg: Welsh arts council, Welsh language board, Welsh Development Agency.


Several market-research approaches to discovering user-satisfaction and library performance will be discussed in the Business Plan, including the following:

· Use of the PZV ServquaL model to create questionnaires for user and staff feedback.  Questionnaires might be delivered using newsletters, bulletins or online methods.  Questions might explore the following aspects of library services:

1. Reliability, consistency of performance and dependability.

2. Responsiveness,  willingness to provide service.

3. Access,  approachability of staff and accessibility of services.

4. Courtesy,  politeness, friendliness etc.

5. Communication,  comprehensibility for users.

6. Credibility,  trustworthiness for the user.

7. Security,  physical safety and confidentiality within the organisation.

8. Customer empathy,  listening to user-demands and individual requirements.

9. Tangibles, equipment and resources available.


· Data-analysis, both from market research and library management systems (Executive Data System) statistics. Issues to consider here might include:

· Current library membership levels,

· Current usage statistics,

· Comparison between previous and present usage statistics,

· Trends in user-interests or requirements,

· Trends in declining usage or requirements.

To collate and interpret our situation and environmental analysis, the 

following interpretative approaches will be used:

· SWOT analysis, to analyse strengths, weaknesses, opportunities and possible threats.

This is to identify areas for development in the future. A list of areas described under the terms above would be accompanied by a ‘threat score’ of high, medium, or low.  (Cronin. 1992.)

The table overleaf illustrates our initial SWOT plan.

	Strengths
	Weaknesses
	Opportunities
	Threats
	Threat

	Dedicated and committed staff.


	Limited library management system, (slow, unreliable etc.)
	Develop client-server network with internet access and networked resources/ applications.


	Possible budget, training, installation and user-awareness problems.
	Medium.

	
	
	Develop new library management system to increase library efficiency. 
	Lack of ITC services or support for users.
	High.


· Planning Assumptions, to predict possible future trends or environmental conditions, and suggest response strategies to meet those changes.

     These might include the following:

1. Increasing reliance of IT, ITC systems and digital content within the information industry.

2. The demand of end-users, local community and local industry for implementation of efficient IT-based solutions for current and accessible information.

3. The increasingly performance-dependent nature of local services funding.

4. The requirement for IT and ITC skills amongst information services personnel.

5. The development of increasing links between local information services and local industry.

6. The development of links between information service and education provision for those in statutory and non-statutory education.

(3.)   Strategic Management and Public Relations Agendas.


In response to our analysis of the library environment and situation, and evaluation of future developments in the academic library sector, we must define our vision of how the library service will adapt to meet new trends and demands.


To define our strategic management and PR focus, we have developed several structured agendas, (each section provides an agenda definition, and proposed agenda statement):

· Vision Statement, (to provide a brief abstract definition of what the organisation wishes to be in the ideal, and to  encapsulate its fundamental strategic intent.)

‘Our vision is to become a quality community information service provider, second to none in information accessibility, information quality, quality of service and user satisfaction.’

· Mission Statement, (to define the purpose and role of the organisation within the institute as a whole. This statement should be unambiguous, expressed in clear terms - reflecting the consensus of  staff, and possibly  informed by user-research/ questionnaires; it should be feasible and reflect quantifiable objectives: )

‘A mission statement defines in broad terms the enduring fundamental and distinctive purpose of an organisation and its role in the community - what it is trying to accomplish.’    (Corrall.  1994.)

Our mission statement is as follows:

‘Buckley Community Library provides high quality, current and accessible information in an environment that is both stimulating and supportive for users and staff.  It serves the needs of the region and beyond by being dynamic, responsive, flexible and accessible. It provides access to a wide variety of  information, including official, academic, educational, and entertainment-based information.  It also provides access to information in a variety of forms, including printed and electronic media. Library services and resources are made available in both major languages of the region. Our links with the community and industry encourage local business improvement, community care, lifelong learning and industrial innovation.

· Values Statement, (to define the guiding principles that inform organisational policy and practice.)

1. Respect for people and the expression of ideas. 

2. Commitment to meet the needs of our stakeholders. 

3. Dedication to preserving our cultural heritage.

4. Determination to strive for excellence in all we do.

5. Determination to providing a fully functional bilingual service.

· Objectives Statement, (to define the long-term intentions of the organisation, and more concretely quantify the broad aspirations defined in the mission.)  In ‘The New professional’s handbook,’ Shelia Corrall and Anthony Brewerton have defined Objectives as:

‘...statements of intent, which reflect the type of service the library is or wishes to become. The statement of objectives provides further definition of the broad aims expressed in the mission.’       (Corrall & Brewerton  1999.)



Our objectives statement is as follows:

1. The provision of quality, accessible, innovative and free public services wherever possible.

2. The provision of quality, accessible and current information via traditional and modern digital media.

3. To serve the educational needs of the wider community, facilitating, and supporting training, counselling and personal development for those in statutory education, and all those engaged in lifelong learning.

4. To develop links within the community, with local services, with non-profit-making organisations and local industry. 

5. To provide a truly functional, fully integrated and consistent bilingual service, that fosters mutual respect and equality between the two languages in this region.

· Goals Statement, (to define precise, quantifiable and measurable targets, identifying the practical means by which the criteria of the mission and objectives statements are to be realised.)

Corrall and Brewerton have commented on goals:

‘...Goals help to chart the major paths to accomplish the mission and achieve the desired future state...’   (Corrall & Brewerton  1999.)

Our goals are as follows:

1. To develop our role as a lead information service provider in the region. 

2. To develop and continue our provision of essential community information.

3. To train, develop and motivate our staff to ensure the library becomes a high quality responsive learning community. 

4. To strengthen  education, lifelong learning, counselling and user-training activities. 

5. To build relationships and formal partnerships with local businesses;  

· To construct training and development programmes for those in employment and the unemployed, 

· To provide high quality information services for the benefit and growth of local industry.

6. To implement a library intranet network and industry-level library management system by 2001. 

7. To provide free issues of books, video, cassette and free internet access for the public by 2001.

8. To achieve a European funding grant, via the Welsh Development Agency for the purposes of library systems improvements, and accompanying training programmes. 

9. To sustain our financial viability.  

· Media-Relations strategy.

The previous agendas are broad public-relations agendas, designed to provide the public with information about our organisational values, commitments and long-term objectives.  They are also intended to provide a policy background to inform the organisation and the public in the event of interaction with the media. The following is a set of specific guidelines for informing organisational procedure when dealing with the media:

1. All organisational departments should be in close communication  when in contact with the media.   Precise information-content should be agreed for provision to the media, and departments should be aware of this content-definition.

2. There should be good communication links between senior managerial staff and junior employees, to ensure the consistency of information content definitions as discussed above.

3. A good rapport should be established between the organisation and the media, and favourable, or promotional information should be made available to media sources by specialist organisation channels.

4. Press functions and media visits should be encouraged to ensure open information provision, organisational promotion and the credibility of the organization via the media.

5. Positive attitudes amongst staff towards the media should be encouraged by involvement of staff in media activities, interviews and promotional events.

6. We should develop a fully integrated media-relations programme, establishing the following:

· Meetings between senior staff and media representatives.

· Special articles/ topical stories on recent organisational developments.

· Promotional stories on IT upgrades and other significant developments.

· Promotion of  links within the community for lifelong learning, for adult-education and school-liaison programmes.

· Publicising library policy, objectives and goal-achievements via the media for organisational promotion.

7. Establish clear guidelines for staff to ensure organisational confidentiality and information security, including the following aspects:

· Staff should be fully briefed before any contact with the media.

· Staff should be warned never to approach the media personally with confidential organisational information (eg employee information or information on particular events within the library.)

· Staff should never agree to media contact on an official organisational issue without first consulting senior staff.

· Staff spokespeople should be made aware of basic confidentiality legislation and related laws before forming media-interview strategies or statements.

(4.)  Strategic development plan.  

This section deals with the formulation of Strategic Management strategies, and approaches to realising goals defined in the previous section.


Several approaches will be considered in developing our goal implementation strategies, drawn from current managerial theory.


The following ‘generic’ strategies have been considered in drawing up our action plan:  (Corrall. 1994.)

· Unsegmented strategies, where a single solution may be applied to a particular problem, rather than develop many solutions, or variants of solutions. The following are examples of unsegmented strategies:

· use of standard fines, 

· Regular opening hours 

· Standard resource charges, eg: disks, user guides.

· Customisation strategies, where solutions are designed to meet the needs of individual users, or groups of users.  Examples of this approach might include the provision of incidental user-support at an enquiry desk, or the provision of user-awareness bulletins, compiled using an individual user-profile (this might be provided by an automated system .)
· Development strategies, comprising four fundamental methods for expanding or extending service provision: penetration - increased use of services by existing users, market development - discovering new customers for existing services, service development  - offering new or modified services to existing customers, and diversification - offering new services to new customers.  This strategy might be facilitated in the following way:
· Penetration:   Use of user-bulletins, pamphlets, local newspaper advertisements, (these would be especially effective following a major library systems upgrade.)
· Market development:  Using the above methods, but also discovering new customers via liaison with schools and community groups, perhaps arranging user-training sessions at the library using new equipment.

· Service development: Using user-awareness methods above, and user-training to promote new IT services to the existing user-base, eg: notices advertising library catalogue user-sessions at the library help-desk.
· Diversification  A combination of the above, perhaps attracting a student user-base interested in IT/ ITC services provision amongst local colleges following a major library systems upgrade.
· Withdrawal or exit strategies - relocating resources to an alternative focus, to develop a new service, or improve existing services.
· Perhaps this might include a reduction in stock-purchasing to purchase expensive computer systems, or suspending funds for a refurbishment or building extension scheme to develop library systems.

· Rebirth strategies - to radically redefine strategic focus or approach, perhaps developing new strategic agendas, and action plans.
· This involves writing vision, mission, values and goals agendas to clearly define what the service wishes to achieve.

· May also involve discussions with senior staff or administrators in local government, perhaps presenting a business case to a superior for radical restructuring of library infrastructure or systems. 
· The business case should be properly structured, outlying a timed action plan.
· The business case may require an accompanying business presentation.
In order to develop our new strategy agendas, it is necessary to evaluate the 

viability of strategies, and to consider any possible constraints to achieving our long term objectives.  The STRIDE system (situation, target, restraints, ideas, do, evaluate,) may be used to evaluate how strategies may be correctly implemented:

(Corrall. 1994.)  The following questions may be applied to each of our strategic agendas, and to each element comprising the agendas:

· What is the current situation?

· What is the target?

· What constraints exist on achieving success?

· What key ideas are essential to attain a workable strategy?

· What must be done, by whom and when?

· How will success be evaluated?

To evaluate, monitor and appraise our strategies, it may be necessary to ask some of the following questions:

· Is the strategy consistent with organisational objectives and values?

· Does the strategy take account of external environmental (macroic) factors?

· Does the strategy take account of internal environmental (microic) factors?

· Are required resources available?

· Does this strategy require or facilitate an opportunity for staff development/ training?

· Does this strategy require or facilitate an opportunity for service promotion?

· Does this strategy require or facilitate an opportunity for organisational reconstruction?

· Does this strategy require any supporting strategies?

· Will the strategy achieve a measurable, quantifiable result, and fulfil the goals and objectives of our strategic management and public relations agendas?

· Are there any potential risks or conflicts associated with the consequences of this strategy or the intended objective/ goal?

· If risks or conflicts exist, how might they be minimised or resolved within the structure of this strategy?

(5.)  The Action Plan.

The action plan sets out to provide precise results required for each goal, and the main action steps, or tasks to be carried out. This plan also defines who is involved in carrying out tasks, and the completion date required.

The following diagram (overleaf,)  illustrates how the action plan integrates with previous aspects of the strategic plan, based on a strategic model from Shelia Corrall’s Strategic planning for information and library services:  (Corrall.  1994.)









PTO.

Integration of Action Plan into strategic planning.



The following chart contains our Action Plan, comprising a task-specific break-down of how we will achieve our goals.

The plan is split into the following subsections:

1. Goal number.

2. Goal definition.

3. Process (Steps needed to achieve goal.)

4. Resources and personnel required to achieve goal.

5. Predicted start and completion date.

6. Predicted duration.

7. Definition of quantifiable success.

8. Monitoring and review issues

It must be noted that some of the goals overlap on the time scale, and that our start date for all goals in the action plan begins on June 1, 2000, the data on which this report should be approved.  There is no formal ‘end date’ for the action plan as a whole, since this is a continuous process, in operation until any major amendment or restructuring of strategic management is implemented. However, some goals will have defined start and end dates.

	
	Definition.


	Process.
	Resources and personnel required.
	Start date
	End date and

duration in months.
	Definition of quantifiable success.
	Monitoring and review issues.

	1.
	To develop our role as a lead information service provider in the region.
	1. Publicity campaign around region, using bulletins, 

advertisements etc.

2. Invite media interviews and visits to promote library.

3.  Conduct school visits and library tours.

4. Meet/ arrange formal agreements with local business.

5. Develop IT/ITC systems to support new library infrastructure.
	 1.  Staff allocated publicity and contact tasks.

2. Individual publicity agenda, based on key process aspects outlined opposite.

3.  Media personnel, eg: local news/ newspapers.

4. Concurrently develop our new Server network and library management system.
	1/6/00
	Ongoing

goal.
	1. Achieve promotional support in media and amongst local organisations.

2.  Achieve coverage of new systems installation in media.

3. Attain more organisational usage by local businesses for key service provision.
	1.  Need to maintain publicity campaign within community, i.e.: by maintaining relationships with media, business etc.

2.  Need to monitor usage levels via system statistics.

3. Need to review service quality, perhaps via external assessor. 

	2.
	To develop and continue our provision of essential community information.
	1. Establish clear communications channels with regional government bodies.

2. Delegate appropriate tasks to staff to maintain current and wide-ranging information on local government and other issues.

3. Establish links with local industry to provide information on businesses for the public.

4.  Establish links with public bodies and local services (hospitals, police etc.) to provide their information to the public.

5. Establish framework for displaying & making accessible all information sources, including library information, both in library and in focal points in community.
	1. Library staff.

2. Services representatives.

3. Business representatives.

4. Local government representatives.

5. Display areas in 

library for bulletins and leaflets etc.

6. Printing and reprographics facilities, or arrangement with suppliers - via bodies concerned. 

7. Focal community organisations and individuals, eg: post office-master, for providing some key local information and services material in these key community centres.
	1/6/00
	Ongoing

goal.
	1.  Consult with staff and other external community centres to discover if information provided is being requested/ used by the public.

2.  Use statistical record of information taken from library/ community centres to determine levels of information use by the public.

3. Consult with local services/ businesses etc to discover if enhanced library information provision is effective (through consultation with clients/ users etc.) 
	1.  Need formal procedure to make sure information is current, eg: monthly or weekly information updates, enquiries into information validity with information sources .

2. Appoint information officer amongst staff to make sure community information is up-to-date using above methods.

3. Have formal, regular information audits to check information validity.

4. Invite information sources/ providers to check information provided themselves, or regularly supply new material.

	3.
	To train, develop and motivate our staff to ensure the library becomes a high quality responsive learning community.
	1.  Establish key areas for training, eg: cataloguing skills, ITC skills.

2. Appoint internal training officer to formulate/ plan training or obtain external training.

3.  Arrange formal, regular training sessions on each subject required for appropriate duration.

4.  Integrate training with practical activities, and with work-practice, eg: using new library system with users.

5. Encourage staff interaction and mutual support using new skills.
	1.  Staff requiring training.

2.  Any resources required to facilitate training, eg: stationary for note-taking, dummy systems set up on a PC for training on the new library management system.

3. Newly purchased PC workstations.

4. Implemented library management system, at least at functional pilot stage. 

5. Trainer.

6. Trainees.
	1/6/00
	Ongoing

goal.
	1. Informal assessment and observation of staff performance in tasks.

2.  Formal assessment and possible accreditation.

3.  Staff able to carry out required tasks, eg: use new systems at issues/ returns desk.

4. Positive supervisor feedback on staff performance.
	1. Performance appraisal of staff, as defined opposite.

2.  Informal mentoring and consultation with staff on performance and development.

3.  Need to continuously monitor staff progress.

4.  Structured approach incorporating progressively demanding training, with follow-up and additional training following initial courses.

	4.
	To strengthen  educational, lifelong learning, counselling and user-training activities.
	1.  Develop new learning programmes for statutory education and adult education in association with local educational schools and bodies.

2.  Provide facilities for external educational bodies to use library for seminars, sessions etc.

3.  Appoint an education officer amongst staff to coordinate both conventional educational programmes and links, and to develop user-awareness and library  user-education programmes.

4.  Begin structured, level-orientated (eg: school, adult levels) user-education sessions to provide awareness of aspects such as the library layout and classification system, services provisions, basic IT skills following new system implementation, using applications, the internet, email, world wide web etc.
	1. External educational organisational representatives, eg: schools, adult-education programme leaders, youth-organisation leaders, local government individuals responsible for educational policy implementation etc.

2.  Library staff to coordinate, lead and develop educational programmes and user-education schemes (eg: school-support schemes, word-processing, etc.)

3. Users to participate in schemes. 
	1/6/00
	Ongoing

goal.
	1.  Increasing user participation in events, programmes and courses.

2.  Positive feedback from external organisations on the benefit of library services in facilitating their programmes.

3.  Positive feedback from users, participants etc.
	1.  Need to monitor and assess educational programme developments.

2. Need to obtain feedback on user-satisfaction of library support courses, lifelong learning participants and external organisations working with the library.

3.  Perhaps negotiate accredited qualifications with local authorities and education authorities,  such as Welsh Joint Education Council.

	5.
	To build relationships and formal partnerships with local businesses, and to provide high quality information services for the benefit and growth of local industry.
	1. Arrange meetings with local business representatives and senior staff.

2.  Conduct open days, tours etc. for industry representatives.

3.  Communicate with business representatives, outlining new and existing services offered by the library, drawing particular attention to services of interest to industry, eg:

current statistical/ financial information,

Possible journal subscriptions,

Joint-library and Inter-library loan network to obtain rare and costly material from major information organisations (British library, LANDA etc.)
	1.  Staff responsible for implementing relations with industry.

2. Business representatives.

3.  Detailed, organisation-specific agenda to meet and discuss service-provision issues with business organisations.

4.  Demonstration facilities, including networked computers (following network implementation,) to demonstrate online sources and e-journal subscriptions.
	1/600
	Ongoing

goal.
	1.  Success identified by good relations with local businesses.

2. Increasing use of services by business and local industry.

3. Increasing resource sharing and  information networking between local businesses and the library.
	1.  Need to monitor and evaluate business relationships.

2.  Need to audit information service provisions.

3. need to negotiate any payment from businesses for regular or particularly demanding services library undertakes.

	5.1.
	To construct training and development programmes for those in employment and the unemployed,
	1.  Establish links with businesses as defined in goal 5.

2. Establish links with other key employers in the services and educational sector (as defined in goal 4.)

2.  Education officer and senior staff liase with businesses, local government and other local educational bodies, (eg: remploy, ) to develop or host work-related training facilities/ sessions, perhaps as part of a local government or  industry-funded programme for the community.

3. Develop training programmes for the benefit of specific organisations or businesses (possibly bringing some revenue into the library.)
	1.  Business representatives.

2. Appropriate library or external training staff.

3. Local government education officials.

4.  Trainees.
	1/7/00
	30/11/00

5 months.
	1.  Positive User-participation levels.

2.  Positive external organisational feedback.

3.  Positive user-feedback.

4.  Positive feedback from employers receiving previously unemployed individuals who have benefited from the course.
	1.  Need to perform quality-appraisal process on all educational activities.

2.  Need to work closely with external bodies, trainers and local government to ensure correct practices, standards and policy are being pursued.

3.  Need to monitor staff participation in training, and judge appropriately at what levels and within what specifications staff can participate in conducting training;

(eg: library staff may provide excellent word-processing & basic IT skill training, but provide poorer training in more specialist areas.)

	6.
	To implement a library intranet network and industry-level networked library management system by 2001.
	1.  Either appoint a project leader from amongst staff to implement network, or hire an external IT technician to lead the project.

2. Develop project team from most IT competent staff to assist in developing the network.

3. Research intranet network issues to discover potential advantages, technical  requirements and problems.

4.  Decide key desirable outcomes for network, consulting with staff and users.

5.  Draw up detailed technical and schematic plans.

6. present business case to senior staff for budget agreement with local authorities or another targeted funding body.

7. Begin prototype development, obtaining components and software, and building basic structure of intranet.

8.  Conduct a roll-out test on selected users and staff, identifying any problems.

9.  Develop the whole intranet into a fully-working pilot for staff/ user feedback.
	1. research documentation on intranet and networking technology.

2. A project leader to plan and 

implement project.

3.  A project team to assist in carrying out project.

4.  Appropriate technical consultants and software/ hardware suppliers (for consultancy support throughout installation.)

5. Server machine.

6. Several client 

machines (no. to be agreed with funders.)

7. Cabling, hubs, network adapters.

8.  Internet service provider for internet access.

9.  Server software.

10.  Client software (applications, utilities, browser etc.)

11. Web-development software.

12. Fund holders (Local authority, Welsh funding council etc.)

software.

13. Senior staff (to agree proposals.)

14. Component/ software suppliers & retailers.
	1/8/00
	30/1/01

5 months.
	1. Fully live network with functional server and client PCs.

2. Fully functional library automated system, with key functions in operation, including cataloguing, acquisitions, circulation EDI (electronic data interchange,) and EDS (executive data system) modules.

3.  Staff trained and able to use new system.

4.  Successful data conversion from previous proprietary system to standard format on new system (eg: MARC.)

5.  Fully functional system software and applications for staff and end-user use and for implementation for training programmes.


	1.  Continual monitoring of system implementation, evaluation of implementation strategies and planning design.

2.  Evaluation of system specifications  required to implement system, eg: appropriate client strengths - such as RAM, Hard Disk Drive capacity, processor speed and manufacture, software quality and applicability to library requirements. Also software compatibility with hardware systems.

3. Need to continually monitor user and staff feedback during all stages, from initiation to full implementation and live state.

4. May need to redevelop aspects of system architecture, or develop network, eg: secure leased line to a library partner to cerate a joint-library catalogue.

5. Also need to monitor user-awareness and education to achieve fullest potential of system.



	
	
	10.  Finalise client/ server  installation, and allow all library users appropriate privileges to use the network.

11. Conduct staff/user training sessions.
	15.  Library automated system supplier.

16. Library automated system
	
	
	
	6. Monitor security and access to system from internet.

	7.
	To provide free issues of books, video, cassette and free internet access for the public by 2001.
	1.  Obtain support for policy from senior staff and local government superiors.

2.  Implement these policies in the strategic management agendas (vision, mission, values, objectives and goal statements etc.)

3.  Implement these policies in daily library practice, defining current practice with staff.
	1.  Senior staff to approve policies.

2. Local government seniors if necessary.

3.  Strategic management agendas, for inclusion of policy issues. 
	1/6/00
	1/1/01.
	1. Successful when agreed by senior staff and relevant government bodies.

2. Successful when policy is implemented on daily basis.
	1. Require validation by financial planning leaders in local government, and with senior staff responsible for library budget planning.

2.  Annual statistics for library revenues should be considered against previous year when payments for some loans were in effect.

3.  User-feedback and opinion on loans should be considered as overall indicator of user-satisfaction.

	8.


	To achieve a European funding grant, via the Welsh Development Agency for the purposes of library systems improvements, and accompanying training programmes.
	1.  Need to approach variety of bodies to request funding to further educational and systems development schemes (WDA, WJFC.)

2.  Need to compile a business case, or agenda for proposed improvements to submit to these bodies for formal consideration.

3.  Need to petition support for grant from local councillors, MPs, Assembly members and other noted individuals in the region. 
	1.  Senior staff to compile proposals and business plan.

2.  External funding body leaders/ decision-makers.

3.  Reports, strategic plans etc. to submit for evaluation to external funding bodies.

4.  Other individuals lending support to appeal for funds, (MPs, Assembly Members etc.)
	1/6/00
	Ongoing

goal.
	1.  Succeeded when funds are made available for library project development.
	1.  Need to  carefully appraise and evaluate all proposals submitted to funding bodies, resubmitting to fund holders if necessary following a rejection.

2.  Need to monitor progress with fund holders, to retain funding bodies’ attention, (need to maintain contact and establish levels of progress when considering our case.)

	9.


	To sustain our financial viability.  
	1.  Conduct internal audit of our financial situation, budget allocation, expenditure and revenues.

2.  Arrange external audit of our financial situation.

3.  Present audit finding to senior staff and local government superiors for review, agreeing a strategy for maintaining and developing our financial viability and success.

4.  Implement financial plan based on audit.

5. Conduct ongoing monitoring of financial status.


	1.  Internal senior staff to conduct audit.

2. External auditing body.

3.  Senior staff and local government seniors to consider audit results.

4. Development of a financial strategy agenda to respond to the results of the audit.


	1/6/00
	Ongoing

goal.
	1.  To maintain and develop existing and new services in the near future, without overspending on our conventional and any forthcoming extra development programme budgets.

2.  To continue to produce enough revenue (from fines, gallery admission fees etc.) to invest in library projects and development schemes.


	1.  Need to continually monitor spending, particularly on innovative new systems, such as the intranet development.

2.  Need to evaluate al new project budgets closely, to prevent overreaching any special funding or extra income we are provided with.
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