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1 Introduction

After the CERL Annual General Meeting 2005 in Rome the Finance Committee was revived under the chairmanship of the CERL Treasurer. Its members are Drs J. Bos (National Library of the Netherlands, Den Haag, CERL Treasurer), Dr K. Ekholm (National Library of Finland, Helsinki, CERL Director), Drs M. Lefferts (CERL Executive Manager), Dr E. Mittler (Niedersächsische Staats- und Universitätsbibliothek, Göttingen, CERL Director), Dr L. Scotti (Bibliothèque Nationale de France, Paris, CERL Director), Dr D. Shaw (CERL Secretary) and Dr M. Spinazzola (Soprintendenza per i beni librari e documentari, Bologna, member of the CERL Executive Committee).

Given the decision by the Annual General Meeting to take forward further work on the search facility for manuscripts/CERL portal, and at the same time to continue with progress on all existing CERL developments, the most important element of the Finance Committee’s remit was to investigate options for increasing CERL’s income by means additional to the membership fee. The Finance Committee was asked to submit a report with recommendations to the Annual General Meeting in November 2006.

While most of the committee’s deliberations took place via e-mail, it met once in London in April 2006, prior to the Directors’ Meeting. At this Directors’ meeting the Finance Committee submitted a preliminary verbal report. Subsequently, one of the Committee members prepared a special report for the Committee on the possibilities of EU funding for CERL. The Finance Committee presented preliminary recommendations to the June 2006 Executive Committee meeting; its comments and suggestions have been incorporated in this report.

The Finance Committee accepted its remit to cover the following areas, for each option examining the benefits and limitations to CERL:

-
Membership fee structure

-
Level of the membership fee

-
Scope for targeted services

-
‘Freely accessible’ services or services within the membership fee

-
Consortia agreements

-
Micro-charging mechanisms

-
Options for external funding 

-
Any other relevant options

The work of the Finance Committee has resulted in this report, including a proposed partial revision of the CERL Fee Structure and an additional set of recommendations. Advice from the Finance Committee on other items on the agenda (e.g. the level of the membership fee) will be given verbally or have been incorporated in the relevant paper.

2 Preliminary considerations
2.1 The Finance Committee reviewed and discussed CERL’s current financial situation and concluded that thanks to the recent recruitment of new members and the present slow process and consequently low costs for file vetting and loading, the short-term financial situation is satisfactory. In the longer term however the prospects may be less bright, due to budget cuts of many libraries and the increasing number of organisations and products comparable – and consequently competitive – to CERL and its services.

2.2 The Finance Committee is convinced that savings on the Consortium’s current expenditur are hardly possible. The main cost elements (staff, housing, file vetting etc.) are done in the cheapest possible way. The Committee is impressed by the amount of work that is being done by the very small Secretariat. Therefore the Finance Committee has mainly focused on means of increasing CERL income.

2.3 As a membership-based organisation, CERL is assured of a more or less fixed income for the duration of the three-year funding period. This financial stability allows for a long-term planning of ongoing activities and new initiatives, and offers confidence to its (potential) members.

2.4 Over the years, CERL has maintained a generous attitude towards smaller libraries, museums, and other institutions which were offered special memberships or cluster memberships, that generate little income for CERL. From a financial point of view, a more business-like approach is desirable.

2.5 A hybrid approach that combines a membership structure with the licensing of CERL services could enhance the use of CERL products, identify and stimulate new user groups and new ways of use, and generate more income.

2.6 CERL as a Consortium can participate in an EU-programme, provided that it takes part in an extended and purpose-built partnership. The Consortium itself cannot be such a partnership. Existing activities are very unlikely to receive EU-funding and the EU has moved from sponsoring individual initiatives to sponsoring responses on the initiatives of the Commission itself. Therefore, this does not appear to be a source for additional income. However, CERL could present itself as the entity that would manage project results rather than as a project partner or leader. This would enhance CERL’s strategic position and subsequently its financial position.

Action: Members are asked to discuss this report and to approve the revised CERL Fee Structure and each of the recommendations.
3 Recommendations

I. 
It is recommended that the present structure of CERL as a membership-based organisation should not be changed. 

The Membership structure guarantees a stable mid-term to long-term income.

II.
It is recommended that the Group Membership fee structure should be assessed after three years.

The new Group membership fee, introduced in 2004, has not yet resulted in more group members. However, as the formation of a group is a slow process, it is too early to evaluate the Group membership fee at this stage.

III
It is recommended that the Directors make an extensive use of their competence to be flexible in offering Group Membership and dealing with Consortial Membership.

The Finance Committee welcomes the flexibility that the Directors have recently been given by the members in setting terms for membership applications together with the provision for special arrangements. Both of these make it much easier to stimulate recruitment by considering the needs of individual cases.

IV
It is recommended that the commercial value of CERL products should be investigated (e.g. the CERL Thesaurus for companies like Google) and that professional advice should be sought on their exploitation and promotion.

It is intended that increasing CERL’s promotional activities and developing a professional marketing strategy, will also support the recruitment of new members.

V
It is recommended that the CERL Manuscripts Portal should be freely available while the contents of the portal are being built up. The situation should be reviewed in two years’ time. 

VI
It is recommended to form alliances with other library organisations.

Forming alliances will create opportunities to reduce costs, but also to offer a greater scale of products and services, which will make membership more attractive.

VII
It is recommended that CERL should keep a keen eye on opportunities in the next round of EU-programmes.

Although it is unlikely that CERL will ever receive EU-funding for its present core business, it should stimulate and support members in forming new partnerships that could lead to projects of which the results could be managed by CERL. This would enhance CERL’s strategic position and subsequently its financial position.

VIII
It is recommended that the revised CERL fee structure should be approved (FM/2006/XXa)

_______________
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CERL Fee Structure

General
The current situation is that membership of the Consortium is open to libraries and other organisations anywhere in the world. The Consortium has developed several categories of membership. All forms of membership are subject to approval by the Board of Directors.
In its recent deliberations, the Finance Committee underlined the principle of CERL as a membership-based organisation. For the duration of the funding period (three years), CERL income is guaranteed, which ensures a stable financial base for CERL. As a result CERL can confidently forecast the funds that are available for development. During the last two funding periods this has enabled CERL to greatly expand its programme of work, while keeping the financial risks to a minimum. To ensure this financial basis for the future, CERL should remain a membership-based organisation. 

However, at the same time CERL databases and services may usefully be licensed or sold to a variety of other groups, and in this way providing additional income. This papers aims to identify these categories, and for each category describes how they may benefit from association with CERL and/or on what terms CERL may offer access to databases and services.

Each of the categories listed below is subject to greatly diverging forms and legal structures across Europe. At the AGM in Edinburgh in 2004, Consortium members assigned to Directors extensive discretionary powers in recognition of the different structures and different economic situation of libraries within Europe and of libraries elsewhere with important historical collections of European heritage. In line with that recommendation, the CERL Directors will play an important role, and will be called upon to make extensive use of their competence and direct knowledge of national structures and practices to be flexible in applying the fee structure proposed in this document. 

It is proposed that the CERL Fee Structure should be regularly reviewed every three years, where members’ endorsement is sought or changes are proposed. However, in the intervening period, changes may be introduced to an individual element if there is a very strong case for doing so. Such changes will be discussed in the Executive Committee and the Directors will be asked to endorse the EC’s proposals. 

1. Members

· Full Members

This category includes national libraries, large university libraries and large public reference libraries with extensive historical collections. The definition of this category should remain unchanged, i.e. these organisations have full voting rights and full access to the databases and services that CERL offers. They have expertise to share, and work with CERL to set its programme of development. Full Members may form Group Memberships at reduced rates or may propose cluster libraries. The current structure of Group Membership should remain unchanged.

· Special Members

This category has previously been defined as including small organisations such as museums, specialised libraries and collections, institutions not normally funded by public funding, and members of the antiquarian book-trade. This category should be redefined to exclude antiquarian booksellers and to be limited to include only librariesthat are too small to be able to be Full Members and too large to be Cluster Libraries. These organisations would have full voting rights and full access to the databases and services that CERL offers. They have expertise to share, and work with CERL to set its programme of development. Currently Special Members are not eligible to stand for election for the Board of Directors and the Executive Committee. The facility to form groups or propose cluster libraries is not available to Special Members.

· Associate Members

This category should remain unchanged. Associate membership is offered to organisations where financial or technical constraints make it impossible to join the Consortium immediately as Full members, 

but where there is a clear intention to become a Full member when the constraints are removed. Associate membership is granted for a period of three years and will be reviewed at the end of this period. An Associate member is entitled to receive information about the Consortium’s work, and to attend the Consortium’s open meetings as observers.

Special arrangements for membership

The special arrangements for membership that are currently in place should remain unchanged. Special arrangements have been agreed under which a library or a group of libraries in countries in Europe and in the wider European ‘diaspora’ affected by long-lasting economic pressures may make a written case to the Directors of CERL for special consideration of a reduced membership fee for Full or Group Membership for a finite term (extendable, where considered necessary) at a level set by the Directors. 

2. Supported by CERL

· Cluster Libraries

Full Members may currently invite up to a maximum of fifteen smaller libraries with which they have a close working relationship as Cluster libraries. The latter have no voting rights, and limited access to the databases and services that CERL offers, at no further charge. The status of each Cluster Library should be reviewed every three years. It is proposed that certain libraries may then be invited to join CERL either as a Full Member or as a Special Member. At the discretion of the Directors, and as agreed in advance with the library, an increasing proportion of the full fee may be levied in the first two or three years of membership in order to ease the transition from one to the other.

· Library Schools

Through allowing Library Schools access to the HPB Database and the other databases and services that CERL offers, it is hoped that its work of CERL and the expertise it brings together will be brought to the attention of a future generation of librarians, thereby stimulating and encouraging an interest in and knowledge of European written heritage in future generations. Library Schools should therefore be offered access to CERL databases and services at greatly reduced rates.
3. Customers

These are all organisations that could be offered licensed access to the HPB Database.

· Cataloguing consortia, e.g. Swedish national cataloguing consortium, but also English Heritage and the National Trust 

These organisations will negotiate HPB access for libraries they represent, so that these libraries may use the HPB for derived cataloguing. Cataloguing consortia would not have voting rights, and only have access to the HPB Database. This principle is extended to any future CERL service, e.g. the CERL Manuscripts Portal, which might be made available for licensed access in the future. If individual libraries wish to make full use of the other databases and services that CERL offers (e.g. the CERL Manuscripts Portal, allowing public access to the HPB in reading rooms, integration of the HPB in library portals, etc.), they are invited to become a CERL member, either as an individual Full Member or by entering into Group Membership.
· Antiquarian Booksellers

It is known that booksellers find the HPB Database and the CERL Thesaurus useful tools in support of their commercial activities. It is proposed that Antiquarian Booksellers should cease to be Special Members and should be classed as customers. At the suggestion of the EC, these companies will be asked to self-assess whether they are a small, medium or large bookseller. They will be asked to provide details of their annual turnover, so that CERL Directors may compare various applications. The organisations have no voting rights, but have full access to the databases and services that CERL offers. Antiquarian booksellers may form groups at reduced rates. These organisations are unlikely to wish to play an active role in CERL as an organisation, although CERL will maintain regular contact with its customers to ensure that it offers relevant databases and services. 

· Museums (e.g. Museums of the Book, Printing Museums, Libraries in museums and similar institutions)

It is expected that museums will wish to have access to the HPB Database as a scholarly resource to be used by staff and researchers using their collections. Instead of being considered as Special Members, it is suggested that these organisations should be considered as customers; they would be asked to self-assess whether they are a small, medium or large museum. They will be asked to provide details of their annual budget, so that CERL Directors may compare various applications (individual countries – the UK, for example, may have museums organizations that can help with this). The organisations would have no voting rights, but would have full access to the databases and services that CERL offers. These organisations are unlikely to wish to play an active role in CERL as an organisation, although CERL will maintain regular contact with its customers to ensure that it offers relevant databases and services. 

· Projects

In recent years there has been a rise of and interest in project-based activity in research libraries. It is proposed that projects (in research libraries, but also in the wider context of universities and higher education) which feel they would benefit from access to the HPB Database, should be classed as customers; they would include the price of database access in their funding applications. HPB access would be limited to project staff. It is expected that such projects would be time-limited. Cataloguing projects will be encouraged to submit resulting catalogue records to the HPB Database. It is not expected that such project staff will play an active role in CERL as an organisation, and they will have no voting rights. CERL may consider organising project presentations at its AGMs, if the topic is of particular interest or relevance to CERL members.

Stately homes are considered to belong to this category. Stately homes that have a rare books collection that is being catalogued would benefit from access to the HPB Database for derived cataloguing. It is expected that such access requirements would be time-limited. CERL would encourage that the results of the cataloguing efforts be submitted to the HPB Database (where possible: private owners may not wish to have their records to be identified for security purposes). It is expected that cataloguing staff will consist of one individual or at best a very small team. It is not expected that such staff will play an active role in CERL as an organisation; however, CERL members have a wealth of cataloguing experience to offer, and CERL may offer to liaise.

Proposed fees

Fee per annum
Individual institutions


Members

& those  supported by CERL
Customers with licensed HPB access

€ 8,000 
· Full members


€ 5,000

· Large booksellers

€ 2,500
· Special members
· Medium booksellers

· Large museums

· Large Projects

€ 1,000

· Small booksellers

· Medium museums

· Small Projects

€   500
· Library Schools
· Small museums

€   150
· Associate members


€       0  
· Cluster libraries


Fee per annum
Groups


Flat fee
Fee per library

Group Members
8,000
3,500

Cataloguing consortia
8,000
2,000

Antiquarian Booksellers 
8,000
750

Implementation

I

Large booksellers
II

Special Members

Medium Booksellers

Large Museums

Large Projects
III

Small Booksellers

 Medium Museums

Small Projects
IV

Small Museums

Library Schools

€ 5000
€ 2,500
€ 1000
€ 500

Christie’s (UK) *

Christie’s (USA) *
Chester Beatty (IR) **

CASB Macerata (IT) **

Bibermühle (CH) **

Quaritch (UK) **

Johnson (UK) **

Hill (USA) **
Ximenes (UK)

Maggs (UK)

Piney Glen (USA)

Plantin-Moretus (BE)

Centre for Publishing Studies (UK)

Riverside (USA)
ENSSIB (FR)



* This results in a fee increase for existing members, which should be gradual.

Large booksellers pay € 2,000 Euro in 2006/07; € 3,500 in 2007/08; € 5,000 in 2008/09.

New members in this category will pay € 5,000 from 2006/07.

** This results in a fee increase for existing members, which should be gradual.

Special Members and Medium-sized booksellers pay € 1,750 in 2006/07 and € 2,500 in 2007/08.

New members in this category will pay € 2,500 from 2006/07.

The effect on CERL’s finances

As a result the total income for CERL would increase if the number of CERL members in all categories remained stable (all amounts are in €):

Current structure
 
 

 
 
2006/07
2007/08
2008/09

Full 
37
8,000



296,000



Group
6
8,000



32,000



Associate
14
150



2,100



Special
14
1,000



14,000









344,100
344,100
344,100

Proposed structure
 
2006/07
2007/08
2008/09
 
2006/07
2007/08
2008/09

Full
37
8,000
8,000
8,000

296,000
296,000
296,000

Group
6
8,000
8,000
8,000

32,000
32,000
32,000

Associate
14
150
150
150

2,100
2,100
2,100

Tariff I
2
2,000
3,500
5,000

4,000
7,000
10,000

Tariff II
6
1,750
2,500
2,500

10,500
15,000
15,000

Tariff III
6
1,000
1,000
1,000

6,000
6,000
6,000

Tariff IV
1
500
500
500

500
500
500







351,100
358,600
361,600

As stated before, the new structure is expected to attract additional member and licensees, thereby increasing CERL income further.
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