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End of Project Assessment Report

on the 
CENTRAL LIBRARY FOR THE BLIND

Israel

Introduction and Background to the Report
In response to the request by the CBM Regional Office for West Asia, North Africa and Europe (WANAEU) I visited the Central Library for the Blind in Netanya (and the branch in Tel Aviv) during the week of 15-22 November 2009.

The method used was to firstly do a desk study to obtain relevant information on the Library.  I studied the information available on the Library’s website and in documents and reports.  I also received information via e-mail from the director of the Library and Me Stefanie Heil of WANAEU.
In preparation I visited two institutions in South Africa: the Pioneer Printers in Worcester and the SA Library for the Blind in Grahamstown.  The visits to the two institutions provided me with an updated and useful frame of reference to what I could expect in Netanya.
In Netanya, I visited every section of the Library, had extensive discussions with the director, senior staff members, users, narrators, technicians and staff members in the different departments (Braille production, Audio production, Lending Department, Post Department, etc).  We had brainstorming sessions on a one-on-one basis during which we could identify the strengths, weaknesses, opportunities and threats of the library and identify the lessons learned during the long relationship between the Library and CBM.
The Report will focus on the historical development of the Library and the current situation, in order to make an assessment of the impact it had and still has on their users, and especially the role which CBM has played in the process.

I was guided by the “Scope and Focus” formulated by WANAEU in the Terms of Reference and will report accordingly.
CENTRAL LIBRARY FOR THE BLIND

4 Hahistadrut Street
Netanya, Israel

The Central Library for the Blind functions under the Israeli laws which regulate non-profit organisations.  The Library is governed by a Management Board which consists of 10 members.
1.
Historical overview
*
Establishment and growth of the Central Library for the Blind (CLFB): 
During the War of Independence (or War of Liberation) in 1948, a number of Israeli soldiers were blinded and the Ministry of Defence was confronted with the problem of how they should be rehabilitated and supported.
Dr Ludwich Cohn, a blind person from Rotterdam in the Netherlands, was consulted on the matter and one of his recommendations was that a library for the blind should be established.

Mrs Haya Bem, (a German lady and the wife of a dentist) who lived in Netanya at the time, decided to take up the challenge to establish such a Library.  She and a group of volunteers started with the work in 1951.  They first had to learn Braille and then began to manually copy books in Braille.  They initially worked in Mrs Bem’s house, but in 1955 obtained the current buildings in Hahistadrut Street, and moved the activities to the more spacious premises.
Their purpose was to provide literature in Braille and by doing that, provide blind persons access to information.
In addition to the production of books in Braille, Mrs Bem and her team also to taught the blind persons how to read and write Braille, and assisted them to develop orientation and mobility and daily living skills.

Dr Friedman from Geneva encouraged the Library to, in addition to transcribing books in Braille, also record books in audio format.  As a result the Library started in 1959 with the recording of “Talking Books” at a commercial studio in Tel Aviv.  Initially tape reels and tape recorders were used.  In 1972 the Library introduced the use of cassettes and cassette players, which proved to be a much more convenient and customer friendly way to access information when “reading” audio books.
Due to limited capacity they were able to annually transcribe about 10 books and record a further 10 talking books by 1959.  In 1972 the Director, Mrs Bem, was assisted by 12-14 professional staff and volunteers.  By 1977 they were able to serve about 500 clients per year.

When Mrs Bem retired in 1977 she was succeeded by the current Director, Mr Uri Cohen, the second director and first blind person to fill the post.  As a young person he planned to study engineering but was blinded during the war.  Consequently he decided to study ‘History of the Middle East’ and ‘Public Administration’.  After he had competed his studies and prior to his appointment as director of the Library, he worked at the Ministry of Health.

Since 1977 many advances were made in terms of technology, the production processes and the effective delivery of service.  During 1980 the Library established its first own recording studio in Tel Aviv.  In 1986 the building in Netanya was renovated and modernised, and an additional floor and an elevator were added.
All master copies and other important material are kept safe in two separate archives in Netanya
Because of the advances made in the worlds of both technology and electronics, the production of Braille also benefited.  As computer technology became available the Library decided to invest in computerised Braille production.  In 1987 the first book was transcribed into Braille by means of a computer.  The production of material in raised graphics and in large print was introduced during the following three years.
The recording studios in Tel Aviv became a fully functional branch of the Library.  It consists of modern and sophisticated recording studios, a walk-in lending library and conference rooms.  The facility was inaugurated in 1993.
Under the guidance of the Director, the Library kept abreast with developments and technological advances.  A high volume Braille printer was purchased in 2001.  In 2004 digital sound equipment was installed and since then the Library gradual moved from analogue to digital recordings on DC.  Recordings on cassette tapes have now become outdated and it was decided that it will be discontinued as from January 2010.
The year 2005 saw the end of the manual way of copying books in Braille by means of the Perkins Braille machine.  Since then books are being typed on computer at the homes of a carefully selected and trained group of transcribers.  Once a transcriber has completed a book, it is sent by e-mailed to the Library where it is edited and printed.
Great progress has been made since the humble beginnings of the project when about 500 users per year were served.  Due to the availability of advanced technology and improved production and service delivery processes, approximately 10,000 users are currently served annually.
*
CBM’s involvement in the Central Library of the Blind
CBM’s involvement in the project started in 1974 through the involvement and support of Dr Teichner from the CBM office in Haifa.
The Library has great appreciation for CBM’s role, involvement and contribution over the years.  Over the years CBM supported the project in different ways, especially financially.  The financial support for the period 1980 – 2009 was €1,221,484 and since 2004, the average amount per year was €15,856.  However, CBM’s contribution was not only of a financial nature, but also in the form of advice, encouragement and support.
2.
Current situation
2.1
Vision of the Library: 
To provide reading material in accessible formats within the shortest possible time to everybody who is unable to read print, but wants to access information and/or read for pleasure.
2.2
Mission:

To serve people who are unable to read print by
-
Producing reading material in Braille, large print and audio format in a professional and cost effective way;
-
Implementing innovative ways to enable users to access the catalogue; and
-
Implementing effective processes to ensure that users obtain the reading matter in the easiest and most convenient way possible.
2.3
Principles guiding service delivery

2.3.1
For a blind person, a book is not only a book, it is access to information 

2.3.2
Every person who wants to read a book should be able to obtain it in the format of his or her choice.

2.3.3
Blind persons should be encouraged to get acquainted with and make use of all available formats to access information.  However, blind people are encouraged to read and write Braille.
2.3.4
All activities, whether production of material, communication with users and other stakeholders, or making available reading matter, should at all times be done as professionally and cost effectively as possible.
2.3.5
Government should eventually take full financial responsibility for the provision of the service to people who are unable to read print.

2.3.6
Technology should increasingly be used to improve access to quality products and ensure greater cost effectiveness.  Where existing technology can be used, it should be used.
Development of technology specifically for the use of blind persons is not encouraged because of the costs involved and the difficulties encountered with the maintenance of such specialised devices.
2.3.7
Everything possible will be done to improve the image of visually impaired people and their abilities on all levels of society.  Advocacy should therefore be an integral part of all activities.

2.4
Target group
The focus of the Library is on visually impaired people and other persons who are unable to read print.

2.5
Output and current stock
The Library aims at an average annual output of 315 books in Braille, 70 in large print, and 6,200 in audio format.

Only fiction is provided in large print.
The current stock consists of the following:

*
Books in Braille

:
 4,876

*
Books in large print
:
    791

*
Books on CD


:
 3,354

*
Books on cassette

:
13,744

In the latter case the process is ongoing to transfer books on cassette onto CDs, thus eventually changing all books from analogue to the digital format.  No new books will be recorded on cassette as from January 2010.


However, books on cassette will still be available for a period of time because some (especially the older) users still prefer cassettes to CDs.


The Library serves schools and school children and students by providing them text books in Braille or on CD.  Mathematics text books are still done on the Perkins Brailler and duplicated on the Thermoform.  Text books need not be returned to the Library.  No examination question papers are transcribed and produced by the Library.

Fiction on Braille and audio has to be returned to the library in order to comply with copy right regulations.

2.6
Membership
The Library currently serves approximately 10,000 users who make use of material in all formats - Braille, audio and large print.

2.7
Organisational structure
Director



:
Uri Cohen
Secretary



:
Yael Zemach
Bookkeeper



:
Rachel Maimon
Library head



:
Zehava Erlich
Information and Registration
:
Mirit Zanzuri
Lending Dept


:
Vicky Katzor
Receiving and Dispatch Dept
:
Hanah Berger
Technical Dept


:
Rafael Gutman
Tel Aviv Branch


:
Leah Shinhav
2.8
Staff situation:
The staff currently consists of 22 full time persons who effectively serve the approximately 10,000 clients.  The relatively small number of committed, dedicated and hard working staff members manages to effectively serve the large number of users.  The success is possible because the Library makes extensive use of technology and follows simple but effective processes and procedures.
A total of 6 qualified librarians ensure that the Library is managed in a professionally sound way.  Six technicians and sound engineers are involved in the production of audio and Braille material, the development of technology and the maintenance of equipment.


In addition to the full time staff, the Library uses a small number of volunteers (4-6), while the rest are employed on a freelance basis.  
Regarding the part time staff, the situation is as follows:
*
Audio material:


About 100 freelance narrators (or readers) do the recoding of books, magazines and news papers at the studios in Tel Aviv.  They are paid for the number of recording hours and then only once a book has been completed.  Recording session are normally 3 hours.

Most of the narrators are people with academic training and some are well known actors or radio presenters.

Auditions for new narrators are held once a year and very strict selection criteria are applied.
*
Material in Braille:
Approximately 30-40 people are involved in the initial stages of the Braille production process.  They work from home and type books and other literature on computer which is then sent electronically to the Library for editing, transcription into Braille and printing.  Their remuneration is based on the number of pages they type.

2.9
Relationship with Government and other funding sources
The Library functions under the auspice of the Ministry of Culture.  The level of subsidy provided by the Ministry has grown from 5-7% of the budget in 1977 to 70% in 2009.
Government funding is mainly used for the running costs of the Library.  The Director maintains a good relationship with the Ministries of Culture and Finance and has direct access to the relevant Ministers and Members of Parliament.

Users and the members of the Library voluntary contribute 5-7% of the budget, while the rest of the budget is provided through fundraising and from other sources such as:


*
Friends of the Library, Switzerland


*
Friends of the Library, Holland


*
Jewish Braille Institute of America


*
Israel Endowment Funds, Inc, USA

*
Aide Aux Aveugles Israeliens, Colmar, France


*
Christoffel Blinden Mission (CBM).


The funds provided by the above donors are mainly used for development work - purchasing of equipment, computers and software and the further improvement of the service delivery processes.
2.10
Infra-structure


The current infra-structure in both Netanya and Tel Aviv is functional and sufficient for the current operational needs.

The Branch in Tel Aviv has two studios, each with 3 recording booths.  Six narrators can therefore read and record books simultaneously.  Normally three or four recording sessions are scheduled per day.

Changes to the interior of the Tel Aviv branch will soon be made to provide for further technological developments and needs.  The change from analogue to digital necessitates the changes.  A volt for the safekeeping of masters will be added.
2.11

Networking


The Library concentrates on material in Hebrew and Arabic, but networks with other organisations to obtain material in other languages such as French, English, Russian, German and Yiddish.

It has strong ties with the South African based Tape Aids for the Blind and with libraries in Germany and in New York.
3.
Equipment and processes
3.1
Equipment


The current condition of equipment is good and they are well maintained.  However, because of technological advancements, some pieces of the equipment have become obsolete and are replaced from time to time.

Although various kinds of audio equipment is available on the market, the Library’s policy is to make use of equipment that is easily available “at the shop around the corner” or which users already have, eg PM3s, computers, etc.  Therefore, due to its more specialised nature, the DAISY option has not been chosen.

When possible and necessary, the technicians improvise and convert existing or obsolete equipment to serve other purposes.  They have for example converted such devices to enable them to accelerate the transfer of contents from cassette to CD in a very short time (approximately 3 minutes).

3.2
Processes
3.2.1

Accessing the catalogue

Although the catalogue is available in Braille, print and via the internet, each application has one or more disadvantage, and often only a limited number of blind people are able to access it though these mediums.
However, most blind people have access to a telephone without using any additional devices.  Therefore the TELEBOOK system was implemented.


With the TELEBOOK a user phones a number and then key in his/her identity number.  He/she is then able to listen to details about available material - by author or by title - and get a short description of the contents.  Should he/she wish to order a book, it is done by simply pressing “5” on the phone and the order is registered.
The catalogue in this format is updated every month.

This method is easily accessible and much cheaper than producing a catalogue in Braille or print, and provides access to most blind persons who are unable to access the internet.

Almost 2,000 users make use of the TELEBOOK to order their reading matter.

3.2.2

Borrowing books in Braille


*
Books not yet on the catalogue:

-
A user requests a book in Braille, or the librarian identifies a book that she would like to make available to readers.

-
The book is given / sent to a typist for typing.  On completion, it is e-mailed to the library where it is edited and transcribed into Braille by using the Duxbury software programme.
-
Once edited and transcribed into Braille it is sent to the Braille Printing Department for printing and binding.  Copies are printed on the Braillo Norway 400 series printer.  All books are produced in uncontracted Braille.
-
Particulars about the book are then placed on the catalogue and copies of the book are placed on the shelf - available for lending.
-
Details of all users are on the database with a list of preferred and requested titles.  The Loan Department processes the request and a copy of the book is placed in the hard plastic cover, and sent to the Post Department.
-
The Post Department sorts the books into the relevant postal bag, ready for the national Post Office to collect and deliver the book free of charge to the user’s home.  The Library’s computer is connected to that of the Post Office and through the barcode system the Library can keep track of the book.
-
When the user has finished reading the book, the reverse process is followed until the copy of the book is back on the shelf in the Library.  The Library’s address is embossed on the hard plastic cover to enable the Post Office to return is to the Library.

*
Books already on the catalogue
-
A user requests one or more titles.
-
As the requested book(s) become available or as the user returns books, the computer generates further titles and the same procedure indicated in the last two bullets above, is followed.
-
If a specific book is not yet available, other books that fit the interest of the user are selected and sent to him/her.
-
Normally three books are sent to a user at the same time.


*
Newspapers and magazines 


News papers and magazine articles are also printed and sent to users - on a weekly, bi-weekly or monthly basis.  The same procedure when sending books is followed.
The copies need not be returned to the Library.
3.2.3

Borrowing books in large print
Only best sellers are produced in large print and only two copies per book are printed.  Books are not duplicated, but retyped in the Arial 35 font.

The procedure used for books in Braille is followed.

3.2.4

Borrowing books in audio format

*
Books not yet on the catalogue:

-
A user request a book on audio, or the librarian identifies a book that she would like to make available to readers.

-
The book is given to a narrator and requested to read the book in the studio in Tel Aviv.  On completion, it is edited and sent to Netanya for processing.

-
When processed, the branch in Tel Aviv receives a copy in electronic format.  When a user walks in and requests the book, the librarian makes a copy on CD and hands it to the user.  The ‘Perfect Image Protégé II’ machine is used for copying.
-
At the Library in Netanya, copies of the book are made and placed on the catalogue and on the shelf and is available for lending.  The ‘RIMAGE Producer 7100’ is used for copying.
-
Details of all users are on the database with a list of preferred and requested titles.  The Loan Department processes the request and sends it to the Post Department.

-
The Post Department sorts the book into the relevant postal bag, ready for the national Post Office to collect the bags and deliver the book free of charge to the user’s home.

-
When the user is finished with the book, the reverse process is followed until the book is back on the shelf at the Library.


*
Books already on the catalogue

-
A user requests one or more titles.

-
As the requested book(s) become available or as the user returns books, further titles are identified and then the same procedure indicated in the last two bullets above, is followed.

-
If a specific book is not yet available, other books that fit the interest of the user are selected and sent to him/her.


-
Normally three books are sent to a user at the same time.
*
Newspapers and magazines in audio format

Audio recordings of newspapers and magazine articles are also made and sent to users - on a weekly, bi-weekly or monthly basis.  The same procedure when sending books is followed.

The copies need not be returned to the Library.

4.
Assessment
4.1
Management and full time staff members
The Director is a visionary and innovative person.  He is always on the outlook for ways to improve the systems, to be more cost effective, to provide better access to information, to advocate stronger for the inclusion of visually impaired people in the community, and to convince Government Ministries to take greater financial responsibility for the Library and similar services for people with disabilities.  He motivates and inspires his staff members by example to serve the target group with commitment.
The senior staff members are well qualified and experienced and most of them are working at the Library for many years.  They are strongly motivated and hard working and knowledgeable.  Most of them take responsibility for a number of tasks.
The relatively small workforce accomplishes much and is committed and loyal to the Library and to their clients.  The role of each person is well defined and each member of staff seems to know exactly what he or she has to do.
The whole team adheres to the vision, mission and the principles that guide service delivery (see 2.1, 2.2 and 2.3), and strive to serve the target group accordingly.
4.2
People working on part-time and freelance basis
I was unable to talk to anyone who is involved in the word processing of material for Braille and large print production.  However, the flow of work which they generate, testifies to the fact that they are committed and productive.
When talking to a number of the narrators (readers) who are involved in the production of material in audio format, I came under the impression that they are very committed to the Library and to the people they ultimately serve.  They are mostly professional people who are involved in the work of this institution because they love the work and identify with the cause.
Having a strong core of people who are working on freelance basis and receive payment for the work they do, has a number of benefits such as:

The Library 

*
Need not appoint many people on a full time basis and pay them salaries and benefits;
*
Is able to obtain the services of highly skilled and experienced people;

*
Has no long term contractual responsibility towards them and can therefore terminate the relationship if the person does not deliver according to expectations.
The Library prefers not to make extensively use of voluntary workers, because volunteers may have their own programmes and preferences and are therefore not always available when they are needed.
4.3
Networking with similar organisations
Networking with other similar organisations elsewhere in the world and getting material in Braille and audio format from them, have a number of benefits:
-
It can prevent duplication and ensure costs saving;
-
It enables the Library to also serve smaller communities and minority groups who would otherwise have been without reading material;
-
It enables the partners involved in the network to learn from each another and in that way serve a much greater ‘audience’ worldwide.
4.4
Using technology
By using technology and keeping abreast with technological developments has the benefit that the staff component can be kept relatively small (lean) while the quality of the service is not compromised.
A possible negative effect is that technology is expensive and easily becomes outdated, but the benefits normally outweigh such disadvantages.
4.5
Material in Arabic 

The Library produces material in the Arabic language (in both Braille and audio formats) and has the capacity to even increase the quantity.  My understanding is that the quality of existing material is high.
Attempts to create closer contact and cooperation with existing Arab organisations and improve cooperation will be continued.
4.6
Copyright

The issue of copyright is a potential problem, especially with regards to books in audio format.  Users are requested to observe copyright regulations, and they know that action will be taken against them should they abuse the system.  
At this stage the Library is not aware of any abuses.
4.7
Strengths, weaknesses, opportunities and threats
*
Strengths
-
Users are appreciative and loyal to the Library

-
The director is a strong visionary leader
-
The staff is relatively small but very productive and provides a professional and quality service to the users
-
It strongly focuses on the use of technology and is innovative in the application of technology in production and other processes
-
It advocates for the use of available technology, and discourages the use of specially adapted technology for Blind persons
-
It provide quality products in Braille and audio

-
It effectively communicates with users and builds relationships with individuals
-
It implements a simple and effective system to loan and return books

-
It directly and effectively communicates with Government Ministries
-
It is able to provide in most of the reading needs of users, in the formats and languages that they prefer
-
It is able to currently serve approximately 10,000 users
-
It can rely on loyal and supportive donors
-
If necessary, the capacity to produce more can be increased.
*
Weaknesses
-
Not all potential users have been involved yet (10,000 of the potential 27,000 blind persons are users)
-
Because of budgetary limitations the Library is unable to 
· Provide in all the needs of users 
· Provided all books printed in Israel in Braille and audio
-
Only a relatively small number of Arab readers have been reached so far
-
It could produce only a limited quantity of material in Arabic 
-
The Government is not yet fully involved
-
The accessibility of the internet catalogue need to be improved.
*
Opportunities
-
To interest and reach more people who are currently not users
-
To further streamline and simplify processes to be even more effective
-
To further improve the quality and quantity of production of books
-
To reach more Arab users
-
To produce more material in Arabic
-
To find more donors to support the project in Israel and abroad.
*
Threats
-
The limited understanding of the needs of visually impaired persons in Government and community 
-
The limited budgetary provision from Government that makes it too dependent on donors
-
The rising costs of the production of material in Braille and audio
-
The possibility that it may loose more of the existing donors and the difficulty to get more/new donors
-
The rapid changes in the application of technology and the high costs involved of keeping abreast.
4.8
Lessons learned
4.8.1

CBM

*
The director reported very positively about CBM and CBM’s involvement in the Library.  The financial support, the reliability of the transfer of funds, the punctual feedback on reports, and the moral support meant much to the Library.  Visits from RO staff had always been welcomed.

They experienced CBM as a valued partner and not only as a provider of funds.

*
The regulations regarding the submission of account abstracts and balance sheets was a little difficult because of the difference in CBM and Library’s financial years.  However, it was never regarded as insurmountable.
*
It is regretted that an agreement amongst stakeholders and support for the establishment of a branch in an Arabic environment (in Nazareth) could not be obtained.
4.8.2

CLFB
*
The quality of the service cannot and will not be compromised.  Visually impaired persons and those that cannot read print may not be exposed to sub-standard material.
*
The use of technology is the answer to establish, develop and run an effective library and Braille printing press in the 21st century.

*
The appointment of well qualified staff members greatly enhance the quality of the service that the Library provides.

*
Efforts will be continued to find ways to provide more material in Arabic and to serve more Arab users, will continue.

4.9

Future


All indications are that the Library will continue to grow despite the above threats and the challenges it may have to face.

Although the funds provided by CBM, especially for the 2009 financial year, were a fairly small amount, it was still greatly appreciated.  Any amount that the Library receives is utilised in the best possible way.


Since CBM has indicated in time that the financial support will be phased out, the Library could put contingency plans in place.  Therefore it will be able to continue to provide the service without CBM support and attempts are being made to find another funding source.

4.10
Recommendations
4.10.1
WANAEU and CBM:
*
The Central Library for the Blind is a well established and effectively managed institution.  It can serve as a reference and source of information for any similar institution.
*
The director and senior staff members of the Library are well equipped to offer advice and expertise to other CBM Regions.
*
Although the formal partnership with the CLFB will come to an end, the link with the Library should be maintained on an informal basis.

4.9.2

Central Library for the Blind
*
That the Library formally indicates to WANAEU its willingness to make available its expertise and willingness to serve as source of information for other CBM partner organisations.
*
That further attempts be made to have formal links with similar institutions in other parts of the world, especially with those in Southern Africa.
Henoch Schoeman

Southern Africa CBM Regional Office

Cape Town

South Africa

