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INVESTMENT STRATEGY FOR NORTHERN IRELAND 2008 – 2018:

LIBRARIES SUB-PILLAR – INVESTMENT DELIVERY PLAN

SECTION 1: VISION/OBJECTIVES

Overall

Along with Libraries, there are six other sectors within a wide ranging remit of the Department of Culture, Arts and Leisure: Museums, Public Records Office, Creative and Performing Arts, Sport, Inland Fisheries and Inland Waterways. Libraries has its own distinct characteristics, objectives and needs and has a sub-pillar of its own.
Libraries, along with the other sectors, fulfil complementary roles and there is a uniting common theme across them, reflected in DCAL’s vision of “A confident, creative, informed and vibrant community” and its Strategic Objective): “to protect nurture and grow our Cultural Capital for today and tomorrow”. 
DCAL’s business is to produce and facilitate the creation of Cultural Capital for today, but also to invest in it so that its value is enhanced and sustained for the future. Investment in our Cultural Capital will ensure that we will have the right infrastructure to support the people who develop our cultural products and services, ensuring that our culture, heritage, the natural and built environment within our custodianship, and leisure, recreational and learning facilities for which we are responsible, are accessible to people today and sustained for people in the future. Development of Cultural Capital also contributes to social inclusion, growing of social capital and economic development across Northern Ireland.
DCAL’s overall capital programme and the various sectoral programmes have been developed to contribute to the achievement of this overall vision and these objectives. The investment programme for Libraries under ISNI is a central element in that strategy. The capital investment programme in this sub-pillar is a live and rolling programme, which is evolving and developing as circumstances change.
DCAL’s vision for the public library service is:

‘A flexible and responsive library service which provides a dynamic focal point in the community and assists people to fulfil their potential’.

Public Libraries are important Community Learning Resource Centres and have developed good practice in developing community learning.  Libraries across NI provide vital, targeted assistance to key government priorities.  They target their services at children and young people and other disadvantaged sections of the community, helping to provide lifetime opportunities.  Libraries provide access to information (through books and free internet access) and improve literacy and educational skills, particularly in the most disadvantaged areas of the community, where educational underachievement is well recognised. Libraries also provide neutral community spaces for other activities.

Improving the accessibility to library facilities is a key element of DCAL policy to ensure that libraries deliver their potential benefits to the people of Northern Ireland. 

Library infrastructure is badly in need of renewal. During the last two decades use of the public library service has been in decline due to under investment in services and infrastructure. Northern Ireland (and the UK in general), has witnessed an overall downward trend, however, where there has been investment in services and infrastructure, this trend is reversed. For example, the Lisburn Library, which is a flagship library facility, has proven the benefit and success of investment in modern facilities built to meet the changing needs of users in a more efficient way.  320,973 people visited the new Lisburn City Library in the 16 months from December 05 - March 07 compared to the 85,384 who visited the old Lisburn library in 2004-05.  Investment in the provision of free access in all libraries to the internet and IT facilities has halted a previous decline in visitor numbers but book borrowing rates are down.

Northern Ireland libraries have the lowest number of visits per thousand population in the UK (NI 4112, England 5724, Scotland 5920, Wales 4938).  It also has the lowest number of book issues per head (NI 3.83, England 5.80, Scotland 5.79, Wales 5.37).  In Northern Ireland 18.5% of the population are active borrowers (borrowed at least one item last year) compared with 24.8% in England, 24.5% in Scotland, 29.5% in Wales (all figures from CIPFA 2003-04).

1999 saw the establishment of the Department of Culture, Arts and Leisure and the start of a broad based consultative process which resulted in the publication of the Policy Framework, ‘Delivering Tomorrow’s Libraries’.  This Document identifies the need for, and benefits of, a library service provided in high quality buildings with better facilities which are accessible in the broadest sense (in the right places, open at the right times, with the required facilities).  The fulfilment of the vision for libraries services requires the building of new libraries and the renovation of others.

There are three streams of activity to reinvigorate the public library service as outlined in Delivering Tomorrow’s Libraries:

· Capital investment programme to ensure that the library estate is modern, efficient and fit for purpose.

· Public Library Standards which outline the level of service that people can expect from their library service.

· Setting up a single Northern Ireland library Authority to create a specialist service and a focus for improvement.

This capital programme, aimed at providing the right type of library in the right places, is a vital part of our work to reinvigorate the public library service in Northern Ireland.  It will build on recent investment in the library estate:

Recent capital spend on Libraries infrastructure in Northern Ireland include:

	Year
	Capital Spend *
	Major Projects **

	00/01
	2,456
	Portadown Library

	01/02
	2,564
	Castlederg Town Library

	02/03
	3,227
	Armagh City Library;

	03/04
	 3,741
	Irvinestown Library; Strabane library

	04/05
	4,449
	Ballymena Town Library

	05/06
	6,832
	Lisburn City Library; 

	06/07
	3235
	Grove, Cookstown, Bangor Libraries

	07/08
	4045
	Bangor, Antrim Libraries


While the number of libraries has declined, this has released resources to improve the service and the rationalisation has been supported by the capital building programme.  For example there were once three libraries in the Lisburn area and there is now one larger state of the art facility:

Year



Number of Static





Libraries

2000



126

2005



113

2007



111

Library Board

Number of Static





Libraries

BELB



20

NEELB


28

SEELB


25

SELB



23

WELB



15

Libraries earmarked for redevelopment are included in the table Annex A.
Unlike England, Scotland and Wales, Northern Ireland does not have a National Library; however, the Belfast Central Library comes closest to fulfilling this vital regional role. An independent review of Belfast Central Library, carried out by Kentwood Associates (a specialist Library consultancy firm) took place in early 2006 and the final report was received in July 2006. 

It found that it was not fit for purpose and was seriously under-performing in both its local and regional roles.  The report concluded that it could not hope to fulfil its role effectively unless the building on Royal Avenue was totally redeveloped or the library was rehoused in a more suitable building.

In addition there is a need to reorganise the library estate in the Belfast area and its suburbs to provide better, more accessible libraries in this area.  Capital investment is required to support efficiency savings.  This capital investment programme also takes into account the need to modernise and improve library facilities in the greater Belfast area.  This may require the amalgamation of smaller libraries in more suitable buildings and in more accessible locations.  As a result replacement libraries are envisaged in North and West Belfast, and in the Forestside and Tullycarnet/Knock areas. Across Northern Ireland, there is a general need to upgrade, refurbish and refresh library facilities.

Libraries are integrated with other services to differing degrees. Many newer libraries are being developed as partnership projects, as this is increasingly common in library infrastructure planning.

SECTION 2: FUNDING PROFILE & SOURCES

The table at Annex 4 sets out the Investment Strategy funding which is available to be invested in this sub-pillar over each of the three years of the Comprehensive Spending Review 2008 – 2011 and indicative levels of funding for each of the subsequent seven years of ISNI 2.
In total, there is indicative funding for the ten years of the strategy of £138 million, around £32 million of it for the three years 2008 – 2011.
While the amounts for the three years 2008 – 2011 are confirmed, they are subject to being changed or moved to reflect any significant necessary changes in the capital programme.

All capital programmes are developing and evolving all the time, so the indicative allocations for the subsequent seven years are subject to review and confirmation and may end up different from that in the table. However, the Department of Culture, Arts and Leisure and its Arms Length Bodies are planning their investment programmes over the ten years on the basis of the levels of funding set out in the table.
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SECTION 3: KEY PROJECTS/PROGRAMMES
Key Programmes/Projects

DCAL’s capital programme for this sub-pillar under ISNI 2 runs to well over 30 projects. The key projects are set out in the table at Annex 1. This shows projects over the next three years of confirmed funding, along with planned sectoral investment over the following seven years. The list of projects is correct at the time of publication. However, the overall capital programme and capital programmes within the sub-pillar are subject to ongoing review and are developing and evolving all the time, so projects may change as time goes on. In particular, the indicative allocations for the subsequent seven years are subject to review and confirmation and may end up different from that in the table. However, the Department of Culture, Arts and Leisure and its Arms Length Bodies are planning their investment programmes over the ten years on the basis of the programmes/projects and levels of funding set out in the table.
Major Policy Questions/Issues To Be Agreed

· ‘Delivering Tomorrow’s Libraries’ recognises that improvements in the library infrastructure is required to address the current accessibility issues facing library services. A strategic review of the estate is planned to determine a way forward.

Asset Disposals

· It is envisaged that up to £10 million could be realised through the disposal of surplus assets over the lifetime of the programme. 

Larger Programmes/Projects

· Belfast Central Library – DCAL recognises the regional role of the Belfast Central Library and the important historical and cultural collections that it holds. Access is poor and does not come close to delivering modern day expectations. Hence, a major refurbishment or relocation is required to enable effective and efficient modern services to be delivered.

SECTION 4: CONTRIBUTION TO THE OBJECTIVES OF INFRASTRUCTURE INVESTMENT

The need for a modern, fit-for-purpose, Public Library Service has never been more acute.  Libraries can and do make a valuable contribution to society, and in particular the priority groups identified by government. However, to realise these benefits, the traditional library service must change to be relevant to modern society.  It has to provide new services and activities and needs the facilities to support their delivery.  It must be fully accessible, open when people need it to be and where people can get to it easily.  It must also begin to make services available on-line. 
The need for libraries to change is laid out in full in 'Delivering Tomorrow's Libraries'.  A brief summary of some of the issues:

· Libraries need to be open more outside the standard working week.  This will have an impact on the buildings needed (their design, layout and location)

· Libraries will increasingly be looking to work more efficiently and save on staff resources.  Some of this will involve capital investment

· Libraries need to have more specialised faculties, eg better children's, 'play and learn' and Young person's areas away from quiet study space, community rooms for neutral space, areas that can be used for events (eg reading groups, class visits, story times) or education classes

· Libraries need to provide their services remotely outside their buildings and opening hours.  On line services are developing, but there are other ways services could be provided as well (eg books by post)

 All of these require capital investment to equip the library service with a physical infrastructure that will enable the provision of a renewed and dynamic library service.
Benefits of Libraries
Improving access to public libraries across Northern Ireland will lead to wider economic and socio economic benefits across all government departments.  Research suggests that Library facilities and increased access will have positive benefits on education and the knowledge economy.  It has been demonstrated that the use of public libraries can lead to improved educational outcomes.  By promoting reading and provision of information, libraries provide direct support to young people’s literacy and learning. Outreach programmes run by libraries have resulted in 50% of children saying that they now read more and 62% enjoy reading more than before. 

The educational elements of libraries can be seen as contributing to the knowledge economy.  The knowledge economy principle is widely seen as an essential element of a competitive and thriving economy.  

It is widely recognised that libraries can have positive health effects on customers.  Recent evidence
 suggests that 10% of library use is for health information.  The accessibility of reading health related information and the treatment of existing conditions can help save on health costs.  These positive health effects can help raise economic activity rates and unemployment rates within the economy.  

Public libraries also have the ability to foster social cohesion, improve community involvement, integrate communities, boost tourism and help reduce anti social behaviour.  

A renewed and dynamic library service is vital to support key Government policies, including:

· Children and Young people,

· Upskilling the Northern Ireland workforce,

· Targeting Social need, and

· A Shared Future.

The importance of having a skilled and literate workforce is more important than ever given increased global economic competition.  The importance of access to information has never been more obvious, and the increasing numbers of migrant workers in Northern Ireland depend on the library service for access to internet and e-mail.  More fundamentally, other government agencies are using libraries to gain access to migrant workers, due to their high level of usage of the facilities.  
Libraries have not found that locating service points in marginalised areas is a successful way of engaging marginalised groups.  They favour more proactive outreach to these groups, some of which is detailed in their actions on the Racial Equality Strategy. Outreach is also taking place in particular to children and young people and in Sure Start areas.

DCAL has a Public Service Agreement to increase library attendance by 1% every year.  This is a high level indicator for the success of the Public Library service.  Meeting this will require a reversal of long-term library trends, which are evident across the UK.  

DCAL is undertaking an ambitious plan to revitalise and reinvigorate the Public Library Service.  This work is based on sound research and full consultation.  As outlined above capital investment is only one part of this work, but it will  play a crucial role in creating a renewed and revitalised library service, as many library buildings severely limit the services that can be provided.
Executive’s Cross Cutting Strategic Objectives of ISNI – Actions to Contribute
DCAL has identified how the specific actions in each sector of its capital investment programme will contribute to the Executive’s strategic objectives as follows. 

Strategic Objective A: 

One of the greatest blocks on growing a dynamic and innovative economy in Northern Ireland is the low skill level of the work force in Northern Ireland.  The Leitch review states that one in six adults do not have the literacy skills expected of an 11 year old. Almost half do not have these levels of functional numeracy; only half of adults who lack these functional skills are in work.  Skill deficiencies are reflected in employers’ experiences. In survey evidence from across the UK, employers report significant skills shortages within their own workforce and in the pool of labour from which they recruit. Recent evidence shows persistent recruitment difficulties across the skills spectrum, in low skilled service jobs as well as in skilled craft jobs. This affects the ability of firms to grow and become more productive and profitable. Almost one third of firms who report skills gaps in their workforce say that these gaps prevent them from modernising their business to move into higher value added – and more productive – economic activity. 

Libraries focus attention on preparing children for reading through activities like ‘rhyme time’, ‘play and learn’ and the ‘Bookstart’ scheme (which gives every child a book and all parents information about reading with their child).  This work helps to make children ‘ready to read’ when they reach school age.

The library service supports literacy in schools by running class visits, book groups and summer reading schemes.  This is vital in reinforcing the literacy work done in schools and developing the ‘reading habit’ in children.  This type of work requires modern libraries with good facilities, and many older libraries are not equipped to carry out these programmes.

Later in life Libraries offer both a support for formal education and a place where informal learning is carried out.  70 per cent of people who will make up the UK working age population in 2020 have already completed their compulsory school education and half of them are already over 25 years old. This is beyond the age when people are likely to participate in the traditional education route from school through to university.  It is vital that we support provision of accessible adult education in order to make the necessary improvements to the skills base of the UK.

The public library, the local gateway to knowledge, provides a basic condition for lifelong learning, independent decision making and cultural development of the individual and social groups. Libraries contribute to and support educational, social, economic and artistic endeavour and to the achievement of thriving communities.

Libraries host learning events for people who are alienated from formal education and intimidated by institutions of learning, such as schools and colleges.  For example libraries run a series of classes for ‘silver surfers’ (internet classes for older people), English language classes for immigrant workers as well as book groups and other adult literacy work.  Several libraries were successful ‘learn direct’ centres.  Providing the necessary facilities for this work is one of the aims of the capital programme to renovate the library estate in Northern Ireland.  

Strategic Objective B: 

Libraries provide a universal service free at the point of access and are the ultimate promoters of tolerance, inclusion, equality, regional balance and social disadvantage, providing access to information and knowledge to everyone.  In particular the provision of free access to the internet and IT facilities provide access to information and the only guarantee in Northern Ireland against the development of a ‘digital divide’.  DCAL is implementing a new funding formula that distributes 10% of available resources to Education and Library Boards on the basis of social need (higher than the usual figure of 5 or 5.5%).  This is to ensure library services can target its services into areas of high social need - areas where libraries are badly needed, but where the cost of provision is higher.

DCAL policy is that libraries should work to target the following groups:

· Young adults

· Children who need school or homework support

· Literacy support for those lacking basic skills

· Non-English speakers, those for whom English is a second language, and other support for ethnic minorities. 

DCAL has established targets which are part of the children and young people action plan. Actions are 

· to increase the use of public library services to young people; and

· to improve the services that public libraries provide to young people.

Indicators of progress are as follows:

· To increase by 1% pa the number of active borrowers under the age of 16

· Percentage of children (16 and under) surveyed that report the (a) staff knowledge and (b) staff helpfulness as good or very good; and

· Percentage of children (16 and under) who view their library service as good or very good. 

Libraries and ‘A Shared Future’

The provision of shared neutral spaces for all sections of the community

In some instances a library building may be the only shared social space in a community that is perceived as neutral; most facilities like halls are seen as ‘belonging’ to one community or another.  Delivering Tomorrow’s Libraries commits the library service to place new libraries in places where they can be accessed by everyone.

Reading programmes aimed at increasing understanding of different points of view 

‘ONE book’ was a scheme (supported by PEACE II in Donegal and the WELB) where thousands of school children from all types of background read the same book and carried out a series of activities based on it.  The programme helped them understand how different traditions and types of people can view the same events differently. It is being rolled out across Northern Ireland.

Support for immigrant and non-English speaking communities 

Libraries host many events for and provide information on behalf of other government services which have difficulty reaching immigrant communities and help them to provide improved services.  For example libraries have GP and Dentists sign up days which have successfully linked immigrants into the NHS services to which they are entitled. 

The free internet access that libraries provide is very popular with migrant workers, in particular, who use it to access news and information from home

Libraries provide English classes to immigrant workers in Belfast.
Provision of information in immigrant libraries (libraries use community profiles to target their information resources in appropriate languages) ensuring that stock and services reflect the needs of the local community. 
Libraries’ Bookstock in languages other than English 

· Libraries have been expanding their stock of books in languages other than English

· Libraries use community profiles and share stock on a five Board basis to ensure that there is stock in the languages used by migrants in particular areas, and that that stock is regularly refreshed and changed.

· Libraries also have collections of books in Irish and Ulster-Scots, which are held where there is evidence of the use of and interest in these languages.  There are Irish speaking library staff who host events for Irish speaking schoolchildren in the library.

· The unique contribution of Libraries’ core activities and the way they are delivered provides an ability to contribute to:

· Lifelong learning, both formal and informal;

· Addressing social exclusion and inequality;

· Facilitating development of informed and responsible citizenship;

· Building communities and fostering good relations; and

· Promoting creativity.  

Strategic Objective C: to protect and enhance the quality of our natural environment and natural resources and to achieve more sustainable forms of development, thereby contributing to reducing our carbon footprint to address the challenges of climate change, and delivering a higher quality infrastructure to enhance our built environment and public realm.

Sustainable Consumption and Production, Climate Change and Energy

As books which the public library service holds are read multiple times, rather than readers buying their own copies, the existence of the Public Library service in Northern Ireland saves around 40,000 tonnes of carbon dioxide from being released into the atmosphere each year- benefiting the environment to the same extent as planting 200,000 trees1.

In addition the returns system used by booksellers means that up to half of the books produced and sold are returned and pulped, a system which would be in more widespread use if the Public Library Service did not exist.  

Modern libraries are designed to reduce their impact on the environment wherever possible.  For example the new library in Finaghy incorporates geothermal central heating. This is a system where heat is transferred from the soil to heat the library space without any use of fossil fuels or carbon emissions.   Once installed the heating is basically free.  The Department plans to ensure that future library buildings meet the 'Green Building' requirements.

 Sustainable Communities 

A sustainable community is one with access to public services that are appropriate to people’s needs and available locally.  The public library service is committed to delivering a local service, and to ensure this is the case DCAL have introduced a Public Library Standard (PLS 2) that aims to ensure that a local library service is available within 2 miles of 85% of the population of Northern Ireland. The target refers to 85% of the population living within 2 miles of a library service, which includes stops (for at least half an hour at least every two weeks) by mobile libraries.  In several Boards this target may be met without the use of mobiles, and there are many areas of Northern Ireland (in urban areas) where there are a lot more libraries than are needed to meet this standard.

Libraries are available locally.  New libraries will be built in natural centres close to public transport links and natural hubs which people will be travelling to for other reasons.  All of these things will reduce the need for people to travel to access the range of services that libraries provide.  Furthermore the internet brings some services closer to people, and those without access to the internet at home can access these services (free) in their local library.
Mobile libraries are used in rural areas to provide services in villages which are too small to support a static library.  They visit care homes and housebound people.  In Belfast they provide services to communities where the local library is not accessible due to ethnic division.  They go to schools to support outreach work and provide library services in rural areas far from centres of provision, but they are all used in different ways depending on local circumstances and the priorities of the different library services.

Libraries help communities to be active, safe and inclusive.  They provide a civic space which is neutral and welcoming to everyone while providing information and resources which help strengthen a community and improve participation in society and leadership.  Libraries also provide opportunities for culture, leisure, recreation and other shared community activities.  For example libraries are taking the lead in Northern Ireland in providing information and resources to migrant workers, and helping other government services access this hard-to-reach group.

SECTION 5: DELIVERY ARRANGEMENTS

The Department of Culture, Arts and Leisure is fully committed to delivering the comprehensive capital investment programme of £138 million in this sub-pillar, £32 million over the next three years. It is therefore taking steps to ensure that the necessary programme/ project planning, management, monitoring and review processes are in place to implement the programme to budget and to timescale, or where unforeseeable delays or underspends occur, to realign programmes/projects and spend to maximise delivery, outcomes and benefits.

Delivery Chain

The day to day responsibility for delivering the proposed investments for the public library service continues to rest with the five Education and Library Boards during 2008/09. From 2009/10 onwards during the following nine years of the ISNI period (2009 – 2018), it is envisaged that responsibility will move to the new Northern Ireland Library Authority (NILA), which is due to come into operation on 1 April 2009. Therefore the delivery arrangements are undergoing a period of considerable transition. 

DCAL will rely on these bodies to achieve delivery and the Department’s role is primarily in overall planning, management, monitoring, review, problem identification and solving, risk identification and resolution - at the overall DCAL capital programme and sectoral level, with intervention where necessary at project level.

The delivery chain for this sub-pillar will continue to be multi-layered and complex, especially in the early years. There will be inputs from a variety of internal and external sources and this will require a high degree of communication, co-ordination and management. This delivery structure is set out in diagrammatic format below, followed by an explanation of those with key responsibilities.

The Chief Executive (Designate) of the NILA was appointed during 2007 and is progressing the process of establishing a senior staffing structure which will include responsibility for all property issues.

The new arrangements will comply with all current best practise in procurement matters including adherence to the Achieving Excellence and Gateway processes. DCAL will liaise with Central Procurement Directorate (as a centre of procurement excellence), who will offer best professional advice and services. 

Under the new arrangements all key staff will be professionally qualified and will be aware of the requirements to meet Achieving Excellence standards and to become a Sustainable Development Champion.

The new structure will carefully consider the most appropriate procurement strategy for the library estate having regard to the availability of financial resources and the need to ensure that the strategy delivers best value for money for the public library service. 

The appropriate procurement strategy will include the requirement to consider the possibility of strategic partnership with other areas of the public, and possibility the private sector in order to maximise the potential benefits to the stakeholders. For example the Western Education and Library Board has opened a new library/further education centre in partnership with the East Tyrone College of Further and Higher Education.  The new Grove Wellbeing Centre is a partnership between the Belfast City Council, the North & West Belfast HSS Trust and the Belfast Education and Library Board. The project will incorporate General Practitioners, Dentists, swimming pools, fitness suites as well as a library. Other opportunities for partnership arrangements will be actively explored by the Department and the Northern Ireland Library Authority.

The Department has reached agreement with the BELB over the inclusion of libraries in Belfast in the Belfast Strategic Partnership for procurement of new library facilities. 
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· Minister: provides the necessary political direction and decisions for the investment programme
· Permanent Secretary: Overall responsibility  for all policies, programmes and activities of DCAL and as Accounting Officer, responsible for all governance and accountability

· Departmental Board: Provides strategic direction for DCAL as a whole, oversees management of the Department, monitors performance, key role in governance and accountability
· Capital Programme Management Board: chaired by the Deputy Secretary in DCAL. Membership includes the Senior Sponsors (Heads of Division) of the Capital Programme in DCAL, the DCAL Capital Programme Manager, a senior representative of Central Procurement Directorate (CPD) and an architect.

· Management of the DCAL capital programme to optimise the use of resources and ensure the delivery of projects on time and to budget.

· Approval and monitoring of the project management arrangements for projects within the capital programme.

· Approval of the DCAL asset management plan with the responsibility for the review, development and management of asset holdings. 

· Promoting and supporting the Architecture and the Built Environment policy and the Achieving Excellence initiative within the DCAL capital programme.

· Capital Programme Manager

· Planning, development, management, delivery, monitoring and evaluation of the overall DCAL Capital Programme
· Conduit between the Capital Programme Management Board and projects on the ground
· Assisting Heads of Division, Sponsor Branches, NDPBs and Delivery Organisations with information and advice on all aspects of their capital programme and projects as required
· Liaising with Heads of Division, Sponsor Branches, NDPBs, Delivery Organisations and CPD on the provision of necessary assistance with project definition/scope, preparatory work, profiling, forward planning, delivery
· Helping with problem solving of critical issues for the DCAL capital programme, and the sectoral capital programmes and projects which have major impact on the DCAL programme
· Monitoring progress and outcomes of projects, sectoral capital programmes and the overall DCAL capital programme and reporting to the CPMB
· Reviewing and realigning the DCAL capital programme and the sectoral programmes in conjunction with the CPMB, Heads of Division and Sponsor Branches (and where appropriate sectoral organisations)
The Capital Programme Manager intervenes where required at sectoral programme and project levels.

· COPE – Central Procurement Directorate (CPD)

· Advice and assistance at all stages along the project lifecycle including economic appraisals, business case and brief development stages including the application of Achieving Excellence and the Gateway Review process;

· Project management and professional advisory services for capital funded projects to develop scope, feasibility and preliminary design;

· Advice and assistance on the procurement of a project manager and multidiscipline advisory team for grant funded projects to develop scope, feasibility and preliminary design;

· Advice on best practice approaches to design quality and sustainability; and 

· Advice and assistance on the procurement of design and construct teams for project delivery.
· Project Management service where required
· Delivery Agencies – Arms Length Bodies (Education and Library Boards until 2009, Northern Ireland Library Authority 2009 onwards)
· Work with DCAL Head of Divisions and Sponsor Branch on strategic direction for capital investment in their sector

· Identify (potential) projects, propose/debate them with DCAL Sponsor Branch/Head of Division and agree projects to be part of the capital programme
· Work closely with DCAL Sponsor Branches on all stages of projects - concept, identification, forward planning, preparatory work, funding, delivery, review of progress and evaluation

· Liaise regularly with and involve as appropriate, the Capital Programme Manager/Capital Programme Management Unit, on all aspects of their sectoral capital programme and projects including project identification, preparatory work on capital profiling, forward planning, delivery, monitoring, review and evaluation
· Report regularly to DCAL Sponsor Branch and the Capital Programme Manager on progress of projects and their sectoral capital programme
Achieving Excellence in Construction (AE)

DCAL is totally committed to implementing fully the Achieving Excellence in Construction Initiative throughout its capital programme. Achieving Excellence is being applied to all sectoral programmes and projects funded through the DCAL Capital Programme. This is communicated through the Capital Programme Manager and achieved through the work of the CPD Client Advisers with Arms Length Bodies, DCAL Sponsor Branches and Delivery Organisations. The Department’s Achieving Excellence champion, the Director of Corporate Services, plays an important role in ensuring and monitoring that AE is applied across all of the capital programme.
Specific Delivery Arrangements and Resources

DCAL has a Capital Programme Management Board (CPMB), which concentrates solely on planning and management of the Department’s capital programme, as explained above. The CPMB meets at least every two months to review progress, review and reprofile programmes/projects and resources, and to receive progress reports and hold accountable the Delivery Agencies/Arms Length Bodies. Meetings are held more frequently if required.

There is also a dedicated Capital Programme Manger, whose focus is on planning, management, delivery and monitoring of the capital programme, as detailed above. He works on an ongoing basis on behalf of the CPMB with all the key stakeholders – Delivery Organisations/ Arms Length Bodies, Sponsor Branches, Senior Sponsors in DCAL, CPD and where required the Delivery Organisations on the ground.

Contact details for the relevant personnel in the Department, the Capital Programme Manager, the Delivery Agencies and Sponsor Branches are provided at Annex 3.
CPD Procurement Frameworks, drawn up by CPD, will be used where possible to speed up delivery.

The Department is currently reviewing its structure with the intention of reorganising to reflect the importance of this capital investment.
Programme Management Methodology

The PRINCE 2 methodology of programme and project management is being used throughout the DCAL capital programme and this sub-pillar, with the appropriate processes, stages and roles being followed. The CPMB has formulated a delivery programme for the overall capital programme. This is supplemented by more detailed delivery programmes for each sectoral programme and by detailed implementation programmes for all individual projects, covering all stages of each project. Each Delivery Agency/Arms Length Body is tasked by the CPMB and the Capital Programme Manager with ensuring that there is a project board for each project and that the PRINCE 2 methodology is followed. The role of the CPD Client Advisers is also critical in conveying this message and ensuring compliance.
SECTION 6: RISK MANAGEMENT PROCEDURES

Risk Management Procedures

· Risk Register

· DCAL Capital Programme Level – A central Risk Register of major risks likely to threaten delivery of the overall capital programme, sectoral capital programmes and major projects, is being drawn up. The key risks already identified at overall DCAL capital programme level are recorded below.

· Sectoral Programme Level – Delivery Agencies/Arms Length Bodies identify important risks or issues and refer them if necessary to the Sponsor Branches, the Capital Programme Manager and the CPMB.

· Project Level – Each project applies a full risk management approach and maintains its own risk register.
· Gateway Reviews – All major projects are subjected to a Risk Potential Assessment (RPA) and depending on the score/outcome, undergo a full Gateway Review process or health checks as projects proceed and particularly before Gate 3: Investment Decision.
· Capital Programme Manager – conducts ongoing assessment of major risks which could threaten the overall DCAL capital programme, sectoral capital programmes or major projects and issues which have are already impacting on those programmes/projects. The Capital Programme Manager, in conjunction with the appropriate Sponsor Branch, either takes appropriate action to address/resolve them or if necessary escalates them to the higher level of the Capital Programme Management Board. The Capital Programme Manager collates updated reports for the CPMB, identifying the current position and RAG (Red/Amber/Green) status of each project and provides exception reports on any project with issues/major risks threatening it, every two months.
· Capital Programme Management Board – this Board meets at least every two months (and more frequently if required) and reviews progress of the overall DCAL capital programme and sectoral programmes. It uses the RAG status to identify and consider in particular any project with issues, problems, facing major risks or experiencing delays and then decides on appropriate action.  Progress on problem projects is reported on and monitored at future meetings. The Chair of the CPMB is informed of any projects/issues with programme implications needing urgent attention between formal meetings and appropriate action agreed.

Capital Programme Risks
The following risks have already been identified and are being acted upon.

	Key Risks
	Procedures to Mitigate/Manage Risks

	Lead in Time up to 2 years for projects
	Early start to project planning, CPD advice/help & realignment of budgets in early years

	Planning Permission – up to one year in some cases leading to delays in projects
	Early start to project planning, referral of key projects to ISNI planning unit & notification of all projects to Planning Service

	Late Awareness of Confirmed Budgets delays sectoral programme/project planning
	Pulling forward more straightforward projects & realignment of budgets in early years

	Length of Preparatory and Procurement Process
	Early start to project planning, realignment of budgets in early years & close working with CPD and Capital Programme Manager

	Budget for Preparatory Work/ Business Cases inadequate
	DCAL working with Delivery Agencies and DFP to ensure availability

	Business Case approval delays
	DCAL working with DFP to address

	Capacity of Delivery Agencies
	Already strengthened by appointment of capital programme managers in agencies, plus support from Capital Programme Manager and CPD 

	Capacity of Delivery Organisations
	Increased support from sectoral Delivery Agencies/Arms Length Bodies & CPD 

	Inaccurate scoping and costing of projects leading to reworking & delays
	New approach to capital profiling introduced early 2008 by Capital Programme Manager


SECTION 7: MONITORING

DCAL is applying a robust system of monitoring to this sub-pillar to ensure the best possible delivery of the capital investment. It is important to emphasise again that the overall DCAL capital programme and capital programme within this sub-pillar are subject to ongoing review and are developing and evolving all the time, so programmes and projects may need to be changed to reflect circumstances as they unfold.
DCAL Monitoring
· Project Level: all projects are monitored regularly by their Investment Decision Makers, Senior Responsible Owners and Project Boards. Variations from implementation timetables, budgets or project scope are reported to/considered by the relevant Delivery Agency/Arms Length Body and Sponsor Branch in DCAL.
· Sectoral Programme Level: The relevant Delivery Agency/Arms Length Body and Sponsor Branch in DCAL conduct regular monitoring of their projects and programme. Where necessary, they bring in the DCAL Capital Programme Manager to address any issues/problems and report progress to the Capital Programme Management Board every two months.
· Capital Programme Manager – conducts ongoing assessment of the progress of the overall DCAL capital programme, sectoral capital programmes and major projects. He liaises closely with the Sponsor Branch and CPD to obtain update reports, advance notice of issues/risks and any recommendations for remedial action.  He also collates updated reports for the CPMB, identifying the current position and RAG (Red/Amber/Green) status of each project and provides exception reports on any project with issues/major risks threatening it and recommends appropriate action, every two months. The Capital Programme Manager also identifies and recommends to the Board any required realignment and reprofiling of the overall DCAL capital programme and sectoral capital programmes.
· Capital Programme Management Board – this Board meets at least every two months (and more frequently if required) and reviews progress of the overall DCAL capital programme and sectoral programmes. The Board resolves issues and/or takes appropriate action and/or makes necessary adjustments to the programmes to ensure that delivery is kept as close as possible to the targets for spend and timescale. It considers in particular any project with issues, problems, facing major risks or experiencing delays and decides on appropriate action.  Progress on problem projects is reported on and monitored at future meetings. The Chair of the CPMB is informed of any projects/issues with programme implications needing urgent attention between formal meetings and appropriate action agreed. The Capital Programme Manager ensures that follow-up action is taken promptly.
Investment Monitoring System
A new Investment Monitoring System for all bodies responsible for procurement and delivery is being introduced to monitor public procurement through the whole lifecycle of each project. DCAL is committed to updating the system on a monthly basis for all projects and programmes in the ISNI.
Monitoring Contribution to PSAs and Executive’s Objectives of Infrastructure Investment

DCAL will monitor the wider contribution of this sub-pillar to its Public Service Agreements (PSA) commitments and to the Executive’s objectives of infrastructure investment, though its established processes of monitoring. This includes in particular monitoring against targets in the Department’s Corporate Plan and annual Business Plans by the Departmental Board and the Permanent Secretary. Within the context of wider objectives, DCAL is committed to considering the findings and recommendations of the final Equality Impact Assessment (EQIA) of the ISNI carried out a strategic level, in addition to recommendations emanating from mandatory project level EQIAs.
ANNEX 1: Summary of major investment in Libraries: Years 1 - 3

	Project title & description 

(including description of tangible outputs expected from the investment)
	Capital value (£m)

Current prices
	Anticipated procurement route1
	Indicate next gateway stage2
	Anticipated date of advertisement to market
	Estimated completion date/delivery date
	Location

	Belfast Central Library
	£50m
	Design & Build
	0
	2010/11
	2014/15
	Belfast area 

	Other Belfast Projects
	£2m
	Design & Build
	0
	2009/10
	2011/12
	Belfast area

	North East Region

· Whitehead (DDA / refurbishment)

· Antrim (New Build)

· Carrickfergus
	£0.32m

£2.92m

£1m


	Conventional Pr

Conventional P?

Conventional Pr


	1

2

1
	2008/09

2007/08

2008/09


	2008/09

2010/11

2009/10
	Whitehead

Antrim

Carrickfergus

	South East Region

· Newtownards (New Build)
	£3.3m
	Design & Build


	1
	2008/09
	2011/12
	Newtownards

	South Region

· Kilkeel

· Fivemiletown
	£1.1m

£1m
	Design & Build

Design & Build
	0

0
	2009/10

2009/10
	2010/11

2010/11
	Kilkeel

Fivemiletown


	Project title & description 

(including description of tangible outputs expected from the investment)
Continued
	Capital value (£m)

Current prices
	Anticipated procurement route1
	Indicate next gateway stage2
	Anticipated date of advertisement to market
	Estimated completion date/delivery date
	Location

	West Region

· Dungiven

· Newtownstewart 

 
	£1m

£0.5m
	Design & Build

Conventional Pr
	1

1
	2008/09

2008/09
	2010/11

2008/09
	Dungiven

Newtownstewart

	NI Library Authority Set Up (Finance and HR systems for the new authority)
	£1m
	Conventional Pr
	0
	2008/09
	2008/09
	To be decided

	Vehicle Replacement
	0.46
	Conventional Pr
	0
	2009/10
	2010/11
	Northern Ireland

	Various Other potential Capital Projects include Coleraine, South East Belfast, Enniskillen 
	£12.4m
	Design & Build
	0
	2010/12
	2017/18
	Northern Ireland


ANNEX 1: Summary of major investment in Libraries: Years 4 - 10

	Project title & description 

(including description of tangible outputs expected from the investment)
	Capital value (£m)

Current prices
	Anticipated procurement route1
	Indicate next gateway stage2
	Anticipated date of advertisement to market
	Estimated completion date/delivery date
	Location

	 Belfast Projects (various)
	18
	Design & Build
	0
	Starting 20011/12
	2017/18
	Belfast area

	North East Region
	6
	Design & Build
	0
	Starting 2013/14
	2017/18
	North area

	South East Region
	3
	Design & Build
	0
	2015/16
	2016/17
	South East

	South Region 
	4
	Design & Build
	0
	2012/13
	2014/15
	South 

	West Region 
	5
	Design & Build
	0
	2015/16
	2017/18
	West

	Vehicle Replacement
	1.70
	Conventional Pr
	0
	2013/14
	2017/18
	Northern Ireland

	Various other Capital Projects across NI
	24.3
	Design & Build
	0
	2012/13
	2017/18
	Northern Ireland

	Note to table:

1 Please select from (a) PFI/PPP; (b) Design and Build; (c) Conventional Procurement.

2  Gate 0: Strategic Assessment; Gate 1: Business Justification; Gate 2: Procurement Strategy; Gate 3: Investment Decision; Gate 4: Readiness for Service; Gate 5: Benefits Evaluation


ANNEX 2: POLICY FRAMEWORK

Investment under this sub-pillar is informed by the following strategic and policy frameworks.  These documents should be referenced for a fuller understanding of the context in which investment under this sub-pillar is being delivered.

	DCAL Corporate Strategy

Emphasis is on protecting, nurturing and growing our Cultural Capital for today and tomorrow. The aim is to make Northern Ireland a centre of excellence in culture, arts and leisure, thereby improving the quality of life for everyone living here and enhancing the region’s attractiveness to foreign investors and visitors.

Weblink to a copy of the strategy for further information http://www.dcalni.gov.uk/corporate_plan_2008-11.pdf

	‘Delivering Tomorrow’s Libraries’ 

This policy framework outlines the vision of ‘A flexible and responsive library service which provides a dynamic focal point in the community and assists people to fulfil their potential’. It identifies the need for, and benefits of, a library service provided in high quality buildings with better facilities which are accessible in the broadest sense (in the right places, open at the right times, with the required facilities). The fulfilment of the vision for libraries services requires the building of new libraries and the renovation of others.

Weblink to a copy of the policy  for further information http://www.dcalni.gov.uk/1mb_final_libraries_doc-2.pdf

	

	

	


ANNEX 3: LIBRARIES SUB PILLAR CONTACT DETAILS

Key Contacts

Name, address, telephone number, e-mail in each case

	Responsible Department:


	Department of Culture Arts and Leisure (DCAL)

	Department contact:


	Capital Programme Manager : Brian Mc Teggart, Interpoint, 20-24 York Street, Belfast, BT15 1AQ. Tel : 07879 844259, E Mail : Brian.McTeggart@dcalni.gov.uk 

Libraries Branch : Carol Caves, 3rd Floor Interpoint, 20-24 York Street, Belfast, BT15 1AQ. Tel: 028 90 258944 

E-mail: Carol.Caves@dcalni.gov.uk  

	Delivery agencies:


	Belfast Education and Library Board

Southern Education and Library Board

South Eastern Education and Library Board

North Eastern Education and Library Board

Western Education and Library Board
From 1 April 2009: Northern Ireland Library Authority



	Centre of Procurement Expertise (COPE):


	Five Education and Library Boards COPEs until 31 March 2009

COPE arrangements from 1 April 2009 to be agreed

CPD Contact – Neville Bell, Clare House, 303 Airport Road West, Belfast, BT3 9ED. Tel: 028 9081 6200. E Mail: procure.info@dfpni.gov.uk 



	SIB contact:


	Martin Spollen, Johann Gallagher, Patrick Mc Meekin, Clare House, 303 Airport Road West, Belfast, BT3 9ED. Tel : 028 9081 6181




� NI Libraries.net 


1 The average library book is borrowed 4.3 times a year, and there are 4.2 million books in Northern Ireland’s Public Libraries.  


The average carbon dioxide released by the production of a book is 3kg, from the use of 4.3 kWh of energy in its production (Dave Rea, Times Higher Educational Supplement, 13 October 2006)


Therefore (ave number of times borrowed-1)x number of books x CO2 output= CO2 saved


3.3x4.2millionx3= 41.58 million kg or 41,000 tonnes.


On average it takes 5 trees to be planted to absorb one tonne of CO2 (ref: Carbon Neutral Company) 
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