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This report presents an analysis of customer care provision in Powys County Council Public Libraries, to determine the necessary steps that need to be taken in order to provide a fist class customer service in the wake of the COVID pandemic.
Methods of analysis include Blue Ocean 3 Tiers of Noncustomers, Mendelow’s Stakeholder Mapping Matrix, PESTEL and SWOT environmental analyses. Results of these analyses can be found in the appendices. There is also an overview of how Kotter’s Eight Steps to Transforming your Organization can be used to manage the library transformation process.
Managing strategy in a local government setting is a complex issue, involving myriad stakeholders and competing interests. The library service will need to involve key stakeholders in the decision-making process in order to progress plans. Environmental analyses highlight financial uncertainty and post-pandemic disruption of services, but opportunities, particularly through digital advancement, can pave the way for improved customer experiences. For this, an engaged staff and a robust change programme will be critical.
Recommendations include the automation of certain library processes, the development of tablet loan schemes and more outreach-focused work in the community, as well as the introduction of a sophisticated online portal for accessing library book services and online activities.
Decisive customer care strategy needs further work: the exploration of customer journey mapping would be a useful additional analysis to further explore options. Options listed under recommendations have not all been covered in this report. They have been included as ideas for future work, or work that is already in progress.

[bookmark: _Toc59120877]Introduction

In March 2020, Powys County Council’s (PCC) services were upended by the onset of the COVID-19 global pandemic. This resulted in the cessation of all but essential services, with significant shifts in council priorities and approaches to working practices. Recognising the diversity in council departments and the various responses required from each, the Senior Management Team has tasked individual services with developing their own responses to the challenge. 
As a local government authority in Wales, PCC’s core business is the management and administration of public resources within the county, to support its communities and residents, and visitors to the area. Pressures that existed pre-COVID, to deliver services to these customers with decreasing public funds, have now increased significantly. Coupled with this has been a societal change in day-to-day living, and a demand for remote access to council services, which has inevitably altered the landscape for how these services are accessed and delivered.
Post-lockdown, public libraries were one of the first non-essential facilities to reopen within PCC, which has necessitated a review of current working practices and priorities in order to develop new ways to deliver services. This report provides a critical analysis of current customer care provision in Powys Libraries, with recommendations for future strategy to deliver innovative solutions during the pandemic and beyond. A background to the council, and Library Service, can be found in Appendix 1. 
[bookmark: _Toc59120878]Powys Libraries – Strategic considerations

As a division of Powys County Council (PCC), Libraries’ service-level strategy must feed into the wider strategic goals of the local authority. These corporate objectives are laid out in the council’s Vision 2025 document (Powys County Council, 2018), which details PCC’s priorities for the next 5 years as part of the overarching vision:
“By 2025 Powys will be widely recognised as a fantastic place in which to work, live and play”
These priorities are underpinned by a transformation approach to achieving the vision, as laid out in Figure 1, below:
[image: ]
Figure 1: Powys County Council Corporate Objectives
(Powys County Council, 2019)

A predominant theme for all local authorities in Wales when developing strategy, is the principles encompassed in the Wellbeing of Future Generations (Wales) Act (2015). It is a key consideration when setting objectives and features strongly in PCC’s Vision document. Powys Libraries’ own objectives must fit with this corporate strategy, and key performance indicators are set annually, to measure how effectively they meet the necessary requirements. 
There are also external, professional criteria that public libraries must meet when delivering public library services. The Public Libraries and Museums Act (1964) defines statutory obligations of government to provide a public library service in the UK, and outlines what an efficient and effective library service should look like. In Wales, the Welsh Public Library Standards (WPLS) (Welsh Assembly Government, 2017) is a Welsh Government framework to monitor performance of public libraries, and each authority is benchmarked against a set of core entitlements and quality indicators. The measures are varied, covering everything from digital literacy, to children’s activities and quality of book stock. Finally, Libraries Connected (formerly the Society of Chief Librarians) has set a series of Universal Offers to reflect the societal needs that public libraries meet (Libraries Connected, 2020).
When reviewing customer care provision in Powys Libraries, future planning will need to consider all the above, to ensure that library strategy is aligned with corporate and professional standards.
[bookmark: _Toc59120879]Strategy in local government

To determine future strategy, it is important to consider what strategy will actually look like for the library service. Academic opinion on what constitutes strategy differs. Sloman (2013) defines strategy as “the way in which an organisation addresses its fundamental challenges over the medium to long term”, whereas Porter (1996) emphasises strategy as the creation of a unique and valuable position through a variety of activities. Public strategy specifically has been defined as “the systematic use of public resources and power, by public agencies, to achieve public goals” (Wauters, 2017). 
Wade (2010) talks of the complexities of strategy in the public sector that do not exist in the private sector: the political agendas, the variety of stakeholders and changes in leadership. There are challenges to managing these different interests, and the library service will need to navigate these waters carefully. 
What does seem to be clear, for both private and public organisations, is that whatever strategy is decided upon, how that is delivered also needs to be strategized, to ensure that plans are understood by employees and implemented successfully (Kaplan, 2005). Library strategy has not been formalised and documented for staff and stakeholders for several years. The latest in circulation (Powys County Council, 2015) is outdated, and does not reflect current corporate priorities, nor does it detail any specific plans or objectives. Annual objectives are set using annual Integrated Business Plans, which staff contribute to by way of team plans and annual performance reviews, but there is little communicated by Library Management regarding vision or mission for the service. 




[bookmark: _Toc59120880]Existing Customer Care

The library service offers a range of customer services to the public, including (but not limited to) the following:
· Book recommendations and the administration of free book loans and eResources
· Free public access computers, and support with digital literacy
· Community events 
· Informal learning opportunities
· Children’s activities
· Fostering cultural learning and a love of reading
· Mobile Library Service

Until the onset of the pandemic, Powys Libraries have been considered a third place, separate from work and home environments but a unique social environment centred around community (Elmborg, 2011). Customers have largely been catered to through in-person services, through frontline enquiry services and in-house community activities, and in more recent years also through the availability of eBooks and online library catalogue access. These customers are varied in terms of demographics and socio-economic background – the library is a place for everyone.
These services have been significantly disrupted – the mobile library service is unable to operate which increases the vulnerability of socially isolated customers, and the cessation of in-house activities has left a hole for many members of the community.

[bookmark: _Toc59120881]Context

The library service has traditionally operated under the general constraints of local government, that being silo working and bureaucratic red tape, and general difficulties that come from the “wicked” problems that befall the public sector (Rittel & Webber, 1973). Ongoing advancements in technology and general uncertainty in a VUCA world make change a necessary part of working life, and it is essential that any transformation within the library service is adaptable to changing priorities. Choosing the right strategic tools in the public sector is difficult. For years, a Public Administration approach was taken to the management of projects in government, and only since the introduction of the New Public Management model in the 1980s did leaders and policymakers move towards adopting more business-orientated methods for management which often are not fit for purpose. As we progress, Alford & Greve (2017) argue that strategy in the public sector is now moving away from corporate planning models to a more inclusive approach to addressing customer needs, working with multiple stakeholders and outside organisations to solve complex problems and create public value. In Powys Libraries this would seem like a reasonable approach to take, where various stakeholders are represented, and partnership working is increasingly relied upon in order to function effectively in the face of diminishing resources. Rose & Cray (2010) advise a combination of approaches when forming public sector strategy, and caution against too rigid a strategy in such a complex setting. Combining a deliberate approach with a more emergent approach to strategic planning, where a balance of a clear framework can complement a more flexible, emergent view where strategy can change. 
[bookmark: _Toc59120882]Public Value and Competition in Powys Libraries

When deciding on strategy, it is important to be aware of the concept of public value in local government. Moore (1995) established the concept in order to make the distinction between the management of services or products that provides benefits to the stakeholder in public services, as opposed to the profit-driven products and services that benefit shareholders in a private industry setting. In Powys Libraries, services that are offered are provided for the good of the communities they serve, where customers are taxpaying residents and businesses, and expect efficiency and value for money in the way that library provision is offered. By contrast, the private sector is led by self-interest and adding value that brings benefits to the firm itself. Business will strive to add value to position themselves in markets so as to achieve competitive advantage and increase profits, but there is no such driver in the library service (Matthews & Shulman, 2005). A public library is expected to exit because it is a statutory requirement, and until recent years there has been no need for them to compete. 
The situation will inevitably need to change. As customers increasingly turn to alternative ways to access information, the library service will need to refocus its efforts and reposition if it is to retain its existing customer base and attract a new audience. Traditional models for competitive strategy exist, one of the most well-known being Porter’s Five Forces Model (Porter, 1979). Though this model still holds up well, detractors have commented on the static nature of the framework, when in reality the competitive environment changes (Lynch, 2018). Criticism too about the lack of priority given to the power of customers (buyers), and from a library perspective, more emphasis would be placed on the customer. Current thinking leans towards Blue Ocean Strategy (Blue Ocean, 2020) which focuses on opening up new markets, as opposed to positioning in existing markets. Kong et al (2018) suggest a Blue Ocean approach to creating value innovation in the public sector, driving strategy that focuses on technology and innovation to improve efficiency and productivity. As an organisation that needs to move rapidly out of traditional practices, blue ocean thinking is a useful way of exploring new possibilities.
Of course, to consider new possibilities, the customer base must first be identified. One Blue Ocean tool that can be used to provide an overview of the current, and potential, customer base is the 3 Tiers of Noncustomers model. An analysis of Powys Libraries’ customers can be seen in Appendix 2.
The results show a real risk of losing a significant number of existing customers, which is a threat that will need to be prioritised and managed before these customers disappear. Interestingly, both Tier 2 and Tier 3 highlight groups that could be potential customers: the library service has more to offer non-readers that books; marketing to those who have perhaps never visited would be beneficial, as would the marketing of the extensive range of activities and facilities that are available; outreach using a volunteer network could be feasible in for those people to whom libraries are inaccessible.
[bookmark: _Toc59120883]Library Stakeholders

Beyond library card-holding customers there is also a wider stakeholder base with varying degrees on interest in and commitment to the council’s library service. As decisions are made with the public’s best interests in mind, official consultation is undertaken with all relevant groups and residents before decisions that affect the service are made. 
Successful implementation of new strategy will require buy-in from key stakeholder groups. Bryson (2004) points to the need to consider performance and strategy from the stakeholder point of view and use analysis techniques to establish whether different strategies are needed for different groups. In the case of library customer care, it is easy to assume that the focus should be on the traditional card-holding customer, but the library service has a range of stakeholders that can influence not only how customer care plans are implemented, but also how they can facilitate funding opportunities and marketing of new services.
Mendelow’s Stakeholder Matrix can be used as an effective means of analysing the various stakeholders that are involved in an organisation, in terms of the level of interest they have in the organisation, as well as the level of power they hold to influence strategic decision. Powys Libraries’ stakeholders have been mapped in this way, as seen in Appendix 3.
Box A - low power/low interest, operate on the periphery of the library service and have little concern for strategic choices that the service makes. These include utility providers and such like.
Box B – the internal support services would expect to be kept informed but have no real interest in influencing strategy. However, the council’s ICT department is the exception to this: they may sit comfortably in the “keep informed” section, but library management should consider proactively engaging them in discussions in order to improve collaborative working and opportunities for digital support. Volunteers in Box B should also be the focus of communication and engagement. The library service is dependent on volunteer support to aid delivery of services and although volunteers are relatively new to the libraries, they will need regular communication to remain engaged in the longer term. Their contribution is essential to the provision of excellent customer care.
Box C – These groups can influence how the library operates. It is appropriate that local councillors and access groups are kept satisfied. Library customers and staff are high influence stakeholders. Current engagement with staff is lacking, they are supported well by the management team, but lack understanding of longer-term objectives. This group is the face of the organisation, and best placed to understand customer requirements. They should be engaged as key players, to help influence strategic direction. Customers too should be involved in the decision-making process. The continuation of the service depends on their ongoing support, and communications should be developed that allow them to help shape the direction of the service.

[bookmark: _Toc59120884]A New Customer Experience

Technology will undoubtedly be the focus for development post-pandemic. A McKinsey report (2020) emphasises the increasing move towards the personalisation of customer care, to a “white-glove” service that is customer-led: an omnichannel experience where departmental collaboration and effective use of data analytics allow organisations to map the customer journey and create experiences that are tailored to the customer’s needs. 
Customer journey mapping is a strategic tool that can be used to map the journey of the library customer. Fichter & Wisniewski (2017) assert that public libraries have a propensity to just make things work, and that there should be more emphasis on developing customer experiences that do justice to the products and services that libraries provide. To do this journey mapping could be used by the library service to make links between the digital and physical resources that customers use. Powys libraries will need to map the journey through the physical spaces of each branch, and the journey of the mobile library customer, and how they link with the digital library - a fruitful but complex process. A case study from Edmonton Public Library (Mucz & Gareau-Brennan, 2018) illustrates how a customer journey map aided with the transition of the library from a service-based approach to a full customer experience, an example that could be translated to a Powys setting. 
The change required of the library service to deliver personalised customer care is not small, but small steps have been made with digital technologies. There is at least an infrastructure there to build upon: 
· Self-service technology already exists in the larger libraries that lends itself to development of an out-of-hours service
· Development of a self-service smartphone app is underway at a national level
· Library webpages, online catalogue, ibrary account access and eResources are already operating, but need development in order to streamline ease of access for the customer
· Data analytics are available via the Library Management System, social media platform data and the council’s Customer Relationship Management (CRM) software. This opens doors to a personalised library experience: tailored marketing/recommendations of reading literature and events; one-stop omnichannel experience via the CRM
· The council’s Digital Transformation Strategy (2019) opens gateways to funding opportunities that the library service would certainly tick boxes for.  
A Deloitte report (Eggers et al, 2019) highlights the need for, and move to, automation of functional processes in government organisations: the creation of value through automating the mundane, so that human capital can be freed up to focus on the quality of service and develop other opportunities. 
Library staff will need such time. A move to delivering activities requires substantial time commitment, and environment where there is opportunity for experimentation and creativity, to ensure that these activities translate well to an online setting. The library service will need to provide training programmes and develop talent that can thrive in a digital environment.
Time too for community outreach work to support device loan schemes, so that digital literacy can be encouraged and enjoyed even when customers are unable to leave their homes.


[bookmark: _Toc59120885]Change Management Process

The pandemic has undoubtedly altered the way in what the library service needs to operate and providing excellent customer care will require a significant amount of transformation, largely with a digital focus, and will require a significant amount of adjustment. Lynch (2018) cites strategic change as a necessary process for attaining identified strategic objectives. A CIPD report (Balogun, 2014) identifies that 70% of change projects fail due to myriad complexities surrounding their development, so it is essential that a robust change management process is selected. 
From a change management perspective, Kotter’s Eight Steps of Change (detailed in Figure 2, below), has been selected as the framework for managing the change process as the library transforms into a digitally focused service. 
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Figure 2.
Kotter, P. (2007)

Kotter (Ibid) talks about change being a process of steps that guide how fundamental changes are made to the running of a business, and how crucial it is that each step is followed thoroughly.
1.Creating a sense of urgency
In Kotter’s first step, to create a sense of urgency will require a sound understanding of the current issues facing the library service in the general operating environment, and a thorough evaluation of the current environment is needed to identify external pressures and potential for development. From a macro-environment perspective, a PESTEL analysis is a useful tool for exploring the general environment. Lynch (2018) acknowledged the limitations of PESTEL, in that it can be somewhat prescriptive, and the predictive element may be of little use in fast-moving industries. Nevertheless, it serves as a useful tool for analysing a public library setting. 
A detailed PESTEL of Powys Library Service can be seen in Appendix 4, which highlights some external factors which are already affecting the service, and likely to further impact in the future. Ongoing budget pressures will continue as financial political uncertainty continues, and there is little doubt that advances in technology will dominate the way in which the library service moves forward. For libraries to remain relevant in the 21st century it will be important for them to think about how they position themselves against potential competition. 
A SWOT analysis of Powys Libraries (Appendix 5) is a useful way of assessing the internal environment, and sheds further light on the various challenges and opportunities facing the organisation. It digs deeper into the areas that directly impact staff and other stakeholders and provides essential insight into the pressures facing the library service.
It is essential that staff are made aware before implementation of the change programme of the challenges that exist: the threat of losing customers and not reaching people in need; attracting a new audience to ensure sustainability of services in the future; the benefits of automated services and technological development to increase staff productivity and efficiency, allowing staff more time to interact with library customers who depend on the human connection and/or have complex enquiries; explaining that adopting a new approach to working will help future-proof the service and keep jobs. 
2.Forming a powerful guiding coalition
The wide geographical spread of Powys Libraries will make communication a challenge, The Library Management Team will form the core group of influencers for the change but will need to widen the net to include senior branch librarians around the county. This group will be the change team. A representative from the council’s ICT department would be a recommended addition to the group: there is already a heavy reliance on this department for support with technology, and the expertise will be necessary. Moreover, the council’s vision 2025 priorities include a digital transformation strategy (Powys County Council, 2019), and it will be important that Libraries’ own digital transformation is supported by ICT, and that they in turn influence others across the council. The Principal Librarian will lead this team, ensuring the group’s understanding of, and commitment to, the change, through regular meetings and set tasks.
3.Creating a vision
A new, guiding customer service vision is needed that reflects the modern aspirations of the library service: 
“To provide outstanding, 21st century customer experience to residents and communities across Powys”
The following mission objectives will be shared with employees:
· Offer an online service that matches the physical experience
· Provide a first-class customer journey at physical locations
· Engage communities to encourage involvement with library services and initiatives
Plans for how this will be achieved is outlined in the recommendations at the end of the report. 
N.B. The vision will be agreed and finalised by the change team before communicating wider.
4. Communicating the vision
The change team will need to develop an ongoing communications programme, to ensure that stakeholders are engaged with the projects. A communications plan should reflect the findings from the power/interest matrix of library stakeholders, ensuring that relevant groups are engaged at the correct levels. Regular staff feedback sessions should be incorporated, to ensure that the vision is understood and reinforced, and a timeframe for communications to all stakeholders should be mapped out. Engagement should include consideration of legislative requirements, e.g., necessity of Equality Impact Assessments, etc.
5.Empowering others to act on the vision
The change team should develop and encourage behaviours that focus on innovation and flexibility, reiterating the vision as every opportunity, and promotion a customer-centric ethos when problem solving and planning. A comprehensive training programme should be introduced for each new process that is adopted, including ongoing training support for an agreed handover period. This should be consolidated by opportunities for work-based learning “in the flow of work” (Bersin, 2018). The library service should consider a review of existing job descriptions, to ensure that they reflect the changing demands of the roles.
6.Planning for and creating short term wins
The importance of employee engagement cannot be underestimated. Kahn (1990) talks of the psychology of employees’ engagement with their roles, and the link between physical, emotional, and mental investment and performance. As pay incentives may not be feasible in a local government setting, plans for change should incorporate SMART, short-term goals that offer a sense of achievement, and milestones that can be celebrated to keep momentum going.
7.Consolidating improvements and producing still more change
Library service redesign needs to be an ongoing process. Customers should be involved to test and feedback on new systems, and feedback from all stakeholders should be sought, through questionnaires, customer journey mapping and workgroups, at regular, planned intervals. The change team will need to be adaptable in their outlook, and consider collaborating with new partners, and/or changing direction if necessary. New roles and emergent new operating principles may emerge through the change process, and the change team will need to be open to new pathways. Data on virtual and physical library visits will also influence the level of success of new systems. 
8. Institutionalising new approaches
 New processes will need to be incorporated in library service induction training for new staff, as will new behaviours. These new expected behaviours should be documented for new starters. Annual staff performance reviews should incorporate these new behaviours, and ongoing training needs identified. The opportunity should be taken to share with staff how these new processes and behaviours feed into the council’s corporate vision and digital transformation strategy. New library leadership roles should promote a customer-focused ethos, so that branch managers can help embed this mindset going forward.

Conclusions
It is clear that Powys Library Service has substantial efforts to make to make the necessary changes required for resilience and sustainability in post-pandemic customer care. Strategy planning in a local government setting can be complex, but not insurmountable, and a carefully managed programme for change will be critical to library service success. A shift to a more technological approach will be required, which will require a comprehensive assessment of existing staff skills and roles. A customer-centric approach to strategy formulation, working with, as well as for, existing stakeholders will be required. Taking an adaptable and holistic approach to delivery of services will ensure a modern, engaging community library service that can thrive in the 21st century.

[bookmark: _Toc59120886]Recommendations
To achieve excellent, sustainable customer service provision for library customers in Powys, a number of recommendations are suggested. These recommendations are linked to the vision and mission of Powys Libraries, and align with corporate and professional library service objectives. The recommendations are as follows:

Objective 1: Offer an online service that matches the physical experience
Actions
· Enhance existing eResource collections, in partnership with the Welsh Libraries Consortium
· Develop a digital library platform that operates as a one-stop, user-friendly portal for all library services
· Develop an online “Order & Collect” book reservation system, to provide a centrally-run, personalised book delivery service
· Move activities and events online, where possible, that cannot be delivered in our physical spaces
· Develop a programme of new activities and learning experiences, to encourage a new online audience
· Create a digital marketing programme, to promote the online experience
· Create an e-Commerce platform for Powys Libraries’ shop, and setup online payment options for all library charges
· Investigate new technologies: Wifi printing from home; analytics of customer reading preferences, to tailor personalised reading recommendations; explore possibility of integration of library management system with the council’s CRM, to encourage a “getting it right first time” approach to the access of services for residents/customers
· Investigate the feasibility of a tablet loan scheme, to facilitate digital inclusion of isolated/economically disadvantaged customers, including mobile internet provision
· Develop a trained and professional staff, confident in the management of online technologies and the delivery of online activities.
· Widen remote access to include a telephone helpline, to assist customers with limited/no digital skills

Objective 2: Provide a first-class customer journey at our physical locations
· Review current book-browsing practices, adjusting for current COVID health & Safety requirements, as well as futureproofing for longer term service delivery
· Introduce self-service smartphone app, to enhance self-service offer, reduce customer wait times and free up staff for more time-consuming enquiries
· Upgrade public access computers, to improve efficiency and reduce customer waiting time
· Explore options for the introduction on “Open +” library services, enabling 24-hour access to physical sites and self-service use of library facilities.
· Review the design of library areas, ensuring that use of space is maximised to allow full, safe access to facilities
· Undertake customer journey mapping, to identify areas for improving the customer experience at library sites

[bookmark: _Hlk58940889]Objective 3: Engage communities to encourage involvement with library services and initiatives
· Develop alternative delivery model for existing mobile library service that is unable to operate during pandemic: explore feasibility of housebound delivery service to vulnerable and older customers, including book catalogue reservations, order and collect, and digital device loans; explore pop-up library opportunities and outreach
· Create focused work-experience programmes for students/young adults to offer a worthwhile learning experience; engage students with volunteer initiatives to support digital activities and intergenerational communication
· Engage with local businesses and seek sponsorship opportunities as funding sources; offer business-related information resources to local organisations.
· Network with community groups, volunteer and third sector organisations to facilitate a holistic approach to customer care across the county. Work with these partners to reach a wider (including new) customer base.
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Appendix 1
Background Information

Powys County Council
Powys County Council is a local authority in mid wales. It is the largest employer in a county that covers over a quarter of the country, and services are delivered to largely rural communities over a wide geographical spread. The challenges of this have historically led to a significant amount of silo working, as staff engagement opportunities have been limited. As with other local authorities, Powys County Council has faced financial challenges over recent years to deliver community services to an increasing and ageing population, but with a decreasing budget. As such, there has been a recent shift in corporate mindset towards developing a more collaborative approach to working and moving out of these silos.
Powys Library Service
Powys Libraries has seen its service budget decrease markedly over the last decade; however, all 19 libraries remain open at this time, despite threats of closure. This has been achieved through innovative approaches to partnership working, with several of the smaller branch libraries occupying space in primary schools and town council-owned buildings. There has been a more recent move to volunteer support, some low-footfall branches being managed by communities.
The library service sits within the council’s Economy and Environment Directorate, as part of the Housing and Community Development division. The Library Management Team structure is outlined below:
[image: ]
The 4 senior members of the team each have responsibility for the management of staff and library buildings across the county, as well as the Mobile Library Service and van delivery service. These Senior Librarians also have specific, countywide areas of responsibility attached to their roles, and all report directly to the Principal Librarian. They have line management responsibility for over 60 members of staff.

The branch libraries operate on a part-time basis, with some smaller ones opening weekly for only 9 hours, and larger ones opening for 4 days a week. Total visitor numbers for 2019/20 were 530,700, and annual book-lending (including eBooks) amounted to 925,860. Powys Libraries is the highest issuing library service of eBooks in Wales.








Appendix 2
Powys Libraries: 3 Tiers of Noncustomers
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Appendix 3
Powys Libraries: Mendelow’s Stakeholder Map
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Appendix 4
Powys Libraries: PESTEL Analysis of the macro-environment
			
	POLITICAL
	· Elements of library services are considered non-essential, and statutory aspects of the service covered in the Public Libraries and Museums Act (1964) is open to interpretation. As such, decision makers in PCC’s Cabinet may consider certain elements of the service expendable, when faced with tough funding choices
· The Library Service is currently well-placed to feed into the Council’s corporate objectives (Powys County Council, 2018), but changes to Council leadership and Cabinet can alter political, and therefore strategic, direction
· The impact of coronavirus, plus uncertainty surrounding the possibility of a no-deal Brexit, makes the future uncertain, and it remains to be seen what impact this will have on the development of national and local priorities
· Powys Libraries have historically received considerable support from the public, and this is likely to continue should library services be placed under threat. However, in a post-Covid world, public expectations and priorities may have changed, and the library service may need to evidence that it is equipped to meet changing demands

	ECONOMIC
	· Ongoing cuts to public funding are likely to be increased post-pandemic. Concerns about the impact of the pandemic on the publishing industry include speculation about increased costs for books, implications for copyright and availability of titles (Feldman, 2020), and the consequences this will have for public libraries. Similar concerns surround the possibility of a no-deal Brexit.
· Push for a more commercially-minded approach to the delivery of services in PCC – the library service will need to ensure that the focus stays on the customer
· An increasing aging population in Powys is placing additional pressure on Council finances.

	SOCIAL
	· Almost half the population in Powys is over the age of 50 (Powys County Council, 2019) and an aging population means that increasing priority is placed on Adult Social Care services. There may be scope for involvement of county libraries as recognised community “hubs”, offering interventionist services to help support mental wellbeing and tackling isolation. Isolation will likely be an increasing concern
· The demand for housebound services will probably rise as older and vulnerable community members choose to remain at home – library support could be offered through the adaptation of the currently inactive Mobile Library Service to a more delivery-based service. 
· School-leavers and young adults may choose to postpone university or travelling plans and may generate a need for more opportunities closer to home. This could provide the chance for the library service to attract a new audience, as well as develop a younger volunteer base. Unemployment of this age group may be an issue, and this will no doubt give rise to a demand for jobseeker support and public PC use
· Demand for meaningful social events may increase after a vaccine has been found – libraries as social hubs
· Remote working is increasing, as businesses are successfully adapting to homeworking arrangements. This may lead to a change in demographic and socio-economic backgrounds of people residing in Powys. 
· Already a popular holiday destination, more families taking “staycations” in Powys – increased demand for information services.

	TECHNOLOGICAL
	· Increased demand for remote digital services, and accessing Council, and other, services online
· Demand for online events, activities, and lifelong learning programmes. Difficulties with competing with this on a global level without a USP
· A rise in demand in mobile devices is likely, and a lending service of such devices may be opportune. 
· Demand for digital resources will also come with a demand for digital skills and an increased focus on digital literacy. 
· Social media and other online communication channels for networking, marketing, and promotion. A comprehensive digital marketing strategy will be required.
· Accessibility of digital resources – already Council policy to ensure that digital resources are fully accessible and meet necessary audio-visual requirements.
· Personalised customer experience will give competitive advantage. Explore options for integrating library user analytics with Council’s CRM; using a library card to access all Council services?

	ENVIRONMENTAL
	· Covid restrictions have seen a push for environmental measures to be prioritised: reducing carbon emissions, etc. Library eResources are already reducing the need for the circulation of physical books around the county, but added consideration will need to be given to the environmental impact of libraries – scope for proactively making buildings, vehicles, etc. green, and developing sustainability goals
· Library venues well placed as locally based centres for activities – reducing travel through more community-focused initiatives

	LEGAL
	· Procedures for enacting data protection and cyber security policy will need to be robust – the council operates under national GDPR guidelines but increased online activity will need to be closely monitored. Innovation in digital pursuits may be restricted by these guidelines. 
· Changes in basic H&S requirements for frontline customer care, as well as for staff. Compliance with Welsh Government Covid regulations (e.g. face coverings, social distancing, etc.) requiring detailed risk assessments of staff/public areas. Operational procedures will need to be adapted to ensure safety at all times, which may require the adapting the way library services are delivered or putting some on an indefinite hiatus. 
· Staff priorities will shift, in response to the “new normal”





























Appendix 5
Powys Libraries: SWOT analysis of the micro-environment

	Strengths
	Weaknesses

	· Public libraries are trusted, safe environments
· A committed staff
· Unique Selling Point – book loan system, free public access to information, activities, and digital resources
· Personalised Customer Service
· Professional standards/guidelines – Welsh Public Library Standards; Universal Offers
· Passionate customer base
· Public Library provision is a statutory service
· Building Assets – wide geographic reach
· Strong partnerships (internal and external)
· Internal IT systems support
	· Small staff – limited capacity for development/innovation
· Outdated roles/job descriptions
· Lack of digital skills in staff
· Traditional staff attitudes – lack of creativity/innovation
· Lack of clear service objectives/mission
· Limited audience – failing to engage a new audience; narrow scope of programmes to engage; older/vulnerable demographic isolated during pandemic
· Lack of resources/skills to glean relevant customer data on user habits. 
· Buildings - limitations of smaller buildings to deliver in-house activities; large geographical area makes it difficult to reach everyone
· Lack of marketing skills/resources/capacity
· Low financial reserves – restricts innovation

	Opportunities
	Threats

	· Development of volunteer roles - digital, front line, targeting younger members, working with community volunteer groups
· Establish an overarching “Friends” of Library Service group, to raise awareness and funds
· Development of staff digital skills – capitalise on grant funding opportunities available for post-Covid recovery and the Wellbeing of Future Generations (Wales) Act (2015)
· Staff engagement – establish a clear vision/mission and identify strategies
· Development of a social media/marketing programme
· Development of online events/learning programmes
· Widen partnership opportunities – exploration of collaboration to support post-Covid objectives
· Development of customer-centric approach to data management, working with ICT department to improve customer experience through analytics, CRM
	· Economic uncertainty – an already decreasing service budget now likely to be reduced further post-pandemic. Library service dependent on Welsh Government funding, grants, etc, and other council departments will be competing for these funds. 
· Political uncertainty – changes to PCC cabinet can change corporate strategic direction, as can changes to national and local policy. 
· Changing consumer attitudes – a move to online reading habits likely to increase following lockdowns; risk of losing touch with the most vulnerable community members; what will customers want post-Covid?
· New competition from other sources of knowledge – other departments/partner organisations may have adapted their services to meet community demands and embraced new tech quicker
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