Eureka Makkal Noolagam
Eureka People’s Library
A Proposal from AID-India to Asha for Education
Introduction

The need for a village library need not be explained.  The Government has started a number of libraries with building and fulltime staff – but the quality of selection and the overall approach ensures that the library caters only to young well educated men.  Neither children, nor women nor adolescent girls ever enter the library to read books.

There is a strong need for a women and children centered library movement in the country.  In places where individuals have started such libraries it has proved quite successful.  All such efforts have attempted to take books to people’s homes instead of bring people to a central library to read the books.  A motivated young person from the village with a few good quality books, but who takes books to people and helps them read can create a much better library reading culture than a lot of books rotting in a dusty scary building.

How to scale up such library attempts?  How to make a low cost library movement feasible?  How to generate books for such libraries?   These are the questions the Eureka People’s Library Movement tries to answer.
We have experience in continuously producing low cost good quality materials.  We have experience in running a number of small libraries.  We also have experience in running large field programs with village volunteers and cluster coordinators. Finally we have a lot of experience in working with a large number of NGOs and people’s movements and in bringing them together, training their activists and getting a common program started.

This library movement will require all of the above skills – and possibly more!

The Proposed Goal:

1. To start 5000 village libraries all over Tamilnadu that are actively supplied with reading materials and that provide regular feedback on usage of the materials.

2. To use these libraries to promote good quality progressive and educative reading materials for children, adolescent girls and boys and older neo-literate women in the villages.  The materials will include story cards, books, health and education booklets, and other progressive reading materials.

3. To use these libraries to launch a larger production capacity for low cost, high quality materials so that a wide section will not only read it, but will be willing to also buy it. Therefore beyond the 5000 libraries the materials can be purchased by government schools, other NGOs, institutions and individuals – the initial print run ensures that the cost is low enough for many more people to buy the materials.  
Approach

Imagine a village library – with a small room on rent (Rs.200/month), a local paid library coordinator (Rs.500/month) and 400 books (Rs.8000).   The annual cost for such a library comes to Rs. 16400.  With some coordination expenses, shelves for the library, etc, this will come to Rs. 20000/library.  The cost for 5000 libraries comes to Rs. 10,00,00,000 – 10 Crores for 5000 libraries!  A really huge cost.

If we decide to scale down the library to merely 500 libraries, then the cost comes to Rs.1,00,00,000  - 1 Crore.  Even this is a huge cost.  But even if the money were available, the problem now is getting the 400 books.  Unfortunately today you cannot get 400 good books in Tamil for children and neo-literates.  If we decide to print it, with a print run of 500 copies the cost per book goes up significantly.

With half the above cost (that is with Rs. 50 Lakhs), we can plan out 5000 libraries if we restructure it. This is what the current proposal aims to do.
Library Structure

As the diagram shows, the state center produces materials and distributes coordinates, gets reports, etc for the 5000 libraries – this is done at Chennai by AID-INDIA.  For every 500 libraries we have an AID Library Network Center – an office with one fulltime person coordinating it.  This Network Center contacts 10 NGOs (or fewer) and get each NGO to start 50 libraries (or more) in villages and schools.


Material Supply

Each Village library is given a well designed library bag with flaps for story cards, 20 small low cost books, 20 costlier books, register and membership cards.  An unpaid village volunteer runs the library.  She is given the bag with an initial set of 16 laminated 1 page story cards, 20 small low cost books and 20 costlier books. She is also given a register and a set of color coded membership cards.

She registers all the members on the first few pages of her register and issues them a membership card.  She charges each member Rs.5 one-time and gives this money to the network center through cluster center. She then loans them the books (and notes it in the register serially and also on their card).  When a person returns the book, she ticks off their name on the register.  Keeping the register entry and book-keeping simple is the key to success.  
Every month she is given a new set of 8 laminated color story cards and some additional booklets and concept booklets and health materials – that add to the library.

Coordination
How to supply the village volunteer with the materials regularly and get reports on usage?  This is where the coordination structure comes in.  Each cluster center has a library coordinator (a fulltime person devoted to this program – who either works alone or with others in the NGO).  The coordinator gives the new set of 8 story cards and additional booklets to each village library coordinator and notes down two numbers from her register – number of people who are currently members and the number of books loaned out this month.   This information collected over 50 libraries forms the basic report from the Cluster coordinator.
All the 10 cluster coordinators meet together with the network coordinator at the network center once every month.  The Network Coordinator (an AID-INDIA Full-timer) collects the reports from the cluster coordinators and gives them the next set of story cards and books.  The network coordinator also uses this meeting to provide them with training on how to use the library in more creative ways – puppet shows, magic shows, experiments, discussions sessions, dramatizing stories, organizing children’s melas, poster exhibitions, etc.
The 10 network coordinators meet together with the state coordinator every month where they give in their reports and collect the next month’s materials.

In addition, the state coordinator and the network coordinators visit each NGO regularly and help them on the field.  The network coordinators must visit each NGO library centers once every month at least.  At the review meetings, apart from the data reports, qualitative reports on experiences must be included on the events at different libraries.  The Cluster coordinators will apart from helping the libraries also organize programs in the libraries for children and will also sell science concept booklets and books that we produce to schools if possible.
Training

Every month the network and cluster coordinators will be trained on activities that can be done in the libraries.  In addition to this, every six months, all the network coordinators will have a 3 day training workshop where they are trained in a number of mobilization activities, street plays, youth projects, science experiments, metric mela, video discussions, etc.  Apart from this, in each cluster by rotation, we can organize special training camps for the village volunteers.  In interested clusters, the network coordinators will organize local kalajatha teams, sports clubs or youth project seminars. These activities are possibilities within the library that can be budgeted separately.  In many of the clusters, we can provide a set of video CDs with a VCD player and have a series of video discussion programs.
Exchange

Instead of providing all the villages with exactly the same set of books, we will be providing different books to each village so that they can be exchanged.  The details are below:

1. The library cards and 20 Eureka books (the low cost ones that we produce) will be common – the same ones provided to all the libraries – no need to exchange. Same with the monthly cards and small booklets and pamphlets. This is because all these are very low cost. 

2. Apart from these we will provide 20 ‘outside’ books to each library.  These books will have to be exchanged every 6 months. To make things simpler at the cluster coordinator and village library level, all the villages in each cluster are given the same set of 20 ‘outside’ books.  But each cluster is given a different set of 20 outside books.  This means at a network center we have 10 different 20-book sets.  Call them Set 1, Set 2 … Set 10.  The network center has 50 copies of each set.  At the beginning the network coordinator gives 50 copies of Set 1 to Cluster 1, Set 2 to Cluster 2, etc.  Six months later, all the cluster coordinators collect these books back and give it to the network coordinator.  The network coordinator exchanges them and gives Set 1 to Cluster 2, Set 2 to Cluster 3 … Set 10 to Cluster 1.  This ensures a new set of 20 costlier books to each village every 6 months – for at least (60 months) 5 years. 
In all this means we need to buy 50 copies each of 200 different good books for each network center.  If we decide to exchange between network centers, then we need to buy 50 copies each of 2000 different books. There are two problems with this. There aren’t 2000 different good books in Tamil for children and neo-literates!  Secondly, buying 50 copies of each book does not make our bargaining position very strong.  Therefore inter-network exchange is not a viable option and we will restrict ourselves to intra-network exchanges only.

This means we need to buy 500 copies of 200 different books in all for the 5000 libraries.

Library Usage Data and Reports

Every month we will get reports of how many members and how much book transaction happens in each village library.  This information can be compiled into a state wide report and put up on the web and can be made available. But this does not tell us how many people have read how many books.  Nor does it tell us information about how popular each book is.  For the former, we can use the membership card to get an overall picture.  The membership cards are color coded – yellow card is the starting card, once a person has completed the yellow card (20 books) he/she returns it and gets a blue card. Once the blue card is completed, he/she returns it and gets a green card and finally a red card.  Based on the number of cards of each category given out and collected back, we can find out how many books each person has read.  But even this does not give us enough information on the popularity of each book.  To do this one would need to have a separate dip-stick or sample study undertaken in different clusters.  Such a study is not a part of this proposal, but can be done separately after a year by a different team (maybe by a team of interns or volunteers) who can look at different categories of books and suggest ideas on how we should structure the library material production in the future. One can at that stage also plan an independent external evaluation of the program.
Human Resources and Practical Implementation
If one is planning a 5000 library network that is completely independent of all other efforts, the costs will be significantly higher.  We have assumed that one cluster coordinator can easily start and coordinate 50 libraries.  This assumption uses the fact that the cluster coordinator is part of an NGO that has a lot of local programs and that is interested in adding a library program to their activities.  Let us therefore look at the practical field realties that can make or break this program.

Let’s say we have identified good, honest and decent NGOs.  This requires a lot of work – but since we have been working in Tamilnadu for several years, we know many of the good groups already.  Within this set of good organizations, there are 4 categories:

1. Category A Organizations: That are looking for such a library opportunity already and are capable of raising sufficient funds themselves.  These maybe organizations that are running SHGs or an NFE program and want to add a library as part of the programs. We can ask these organizations to assign a fulltime coordinator for this program and also ask them to pay a part of the costs for the library materials.  The coordinator will attend all our meetings and submit reports and feedback, etc.
2. Category B Organizations: Running a library is part of the organization’s agenda but they cannot pay for the library materials.  They have enough money to pay for a coordinator and assign him/her to this program fulltime.  There is no money given out or received – only materials. The coordinator works within the organization and attends monthly meetings at the network center and gives us reports, etc.
3. Category C Organizations:  These organizations don’t necessarily have library as a main agenda and/or do not have funds/ability to pay a fulltime coordinator for the library.  We not only give them the library materials, but also pay for a fulltime cluster coordinator to run the library.  Of course the coordinator will attend the monthly meetings and submit reports, etc.

4. Category D Organizations:  These organizations want a library, don’t have money for a fulltime coordinator, but don’t want us to pay for a fulltime coordinator either.  They may therefore not be able assign a fulltime person to follow up, give us feedback, reports etc.  But they may be good people’s movements that are able to utilize the library materials very effectively.  We maybe able to organize two things with these organizations:
a. They pay the full or a subsidized price for the library and utilize the library program.  If they pay the full price, we don’t ask them for reports. If they pay a subsidized price, we ask them for reports.

b. They don’t pay (or pay a very nominal amount) for the library materials, and have an unpaid volunteer coordinator assigned to report the progress and to attend the meetings etc.

       At any rate, our network and state coordinators must be able to visit these groups and   

       get a feedback on the libraries periodically. 

Our estimate is that we will find a lot of organization in Category C, a few in Category A and B. Category D organizations like TNSF, PSF, MALAR, Construction Worker’s Union, etc have already been identified and they can themselves utilize all the 5000 libraries, but we will start with these only after we have a significant number of libraries with other categories (where we can ensure sufficient regularity of reporting).

More practical issues
1. We said earlier that the cluster coordinator gives the library materials to each village library coordinator.  Actually she may just distribute the library materials to the SHG coordinators during their monthly meetings and ask them to start the libraries in their areas.  Often this may mean that one library coordinator can start and coordinate 100 libraries.

2. In Category A and B – the NGO clearly has to arrange funds from other sources.  Even in Category C where we fund the coordinator, the NGO has other office expenses to cover.  Most of the NGOs are looking out for good projects that funding agencies would be willing to support. This library program would be something the NGO can present to other funding agencies – either as part of their SHG/NFE programs or as an independent program – and get funds from them.  We should not only not prevent NGOs from doing this, we should actively encourage the NGO to do this. In case they get such funding for it, we can shift them into Category A – reducing the financial burden on us.  Over a longer period of time, we should shift into a mode where we merely supply material, provide training and coordination, and each NGO is responsible for raising their own funds for paying for the library materials and coordinator’s costs.
3. The amount paid to the cluster coordinators may not be sufficient.  Also given the fact that the cluster coordinators are visiting so many schools and villages and meeting school children, they are in a good position to sell many of our Eureka Concept Booklets. These booklets priced at Rs. 2 and Rs. 3 – can be sold to school children or teachers.  We offer these booklets each month to the cluster coordinators and ask them to sell them.  For the sales they make, we give them a commission of 25%.  This helps them earn some money and helps us reach our materials to more children.  In some movements, this commission can be kept with the local movement or the NGO – if they so decide.

4. For most NGOs we will have to stick to 50 libraries per coordinator.  But more evolved organizations with a good structure can manage quite well with 100 libraries per coordinator.  This will bring our coordination costs down.  Also instead of a network center for 500 libraries, one can plan a network center for 1000 libraries.  This again depends on the network coordinator’s abilities and also the NGOs he/she is in contact with and how easily they can add on a library program.
5. Where ever we are already supporting an NGO for a health or a primary education program or a pre-primary education program or a science education program, we will automatically add a library component to the program under Category B – unless the NGO is capable of paying for the library from other funds in which case it can be graduated to Category A.

6. If government schools are willing to pay for the library materials and buy it, we can start the libraries in several schools as well.  We can even approach local Rotary or Lions Clubs to sponsor the libraries for the local government schools.

All of this means that we do not have a fixed strategy with every group.  This is essential because there are different kinds of groups across the state and a single strategy is not the best way for all groups. Our state and network coordinators will have to internalize the purpose of these varying strategies and our overall goal of reaching the poorest of the poor in each village with materials that will bring them together and provide them with education about the world around them.  Once this internalization of the basic ideas has been achieved, they will have to assess the capacity and category of each group and work out a strategy with them.  Only this can ensure an effective program and at the same time reduce our financial burden for this program.   We will have to budget this program assuming the worst case situation – all groups in Category C, with 50 libraries and all network centers with 500 libraries.  If we are able to get many groups in Categories A and B and are able to start network centers with 1000 libraries, we can utilize the extra funds saved on coordination expenses on printing additional books instead or we can use it to expand the program to more libraries clusters – maybe in Category D.
Once the basic library backbone is structured well, we can think of working with these library clusters by adding a video library or a slide library or a toy library or a larger book bank system to the program. One can also think of a newspaper for these libraries. We can train the coordinators on adolescent girl health classes and youth projects and organize these in each library. Sensitization materials and training on caste, gender, inequality, poverty, etc can also be provided and used in the libraries. All these programs can be planned at the second stage.
Budget for One Year
Unit Cost for 500 Libraries

1 Network Center with 10 Clusters of 50 libraries each
	Particulars
	Rate (Rs)
	Number
	Cost in Rs

	Material Costs
	
	
	

	Library Bag
	100
	500
	50000

	2 Color Laminated Story Cards
	2
	500 x 112
	112000

	40 Eureka Books over a year
	5
	500 x 40
	100000

	20 Outside Books once in 6 months/library
	15
	50 x 20 x 10
	150000

	Library Register and 50 Membership Cards
	30
	500
	15000

	Material Transportation Costs
	
	
	15000

	Material Cost Subtotal
	
	
	442000

	

	Coordination Costs
	
	
	

	1 Network Coordinator Salary
	2000
	12 months
	24000

	10 Cluster Coordinators Salaries
	1000
	12 m x 10 
	120000

	Travel Allowance for all 10 people
	400/month
	12m x 10per
	48000

	Travel Allowance for network coordinator
	800
	12 months
	9600

	Network Center Rent and Utilities
	1500
	12
	18000

	Monthly Review Camps at Network Center
	80/person
	15per x 12m
	14400

	Special Training Camps at Network Center
	5000
	2
	10000

	Documentation and Communication
	1000
	12
	12000

	Coordination Costs Subtotal
	
	
	256000

	

	Total Costs for One Network Center

with 500 Village Libraries
	
	
	6,98,000
($ 15,500)


State Coordination Expenses

	Particulars
	Rate (Rs)
	Number
	Cost in Rs

	State Project Coordinator
	5000
	12 months
	60000

	State Material Production Coordinator
	5000
	12 months
	60000

	Travel for State Coordinators
	1000
	2 per x 12 m
	24000

	Material Production/Design Costs 

(Hon, camps, DTP, layout, cartoons, etc)
	
	
	100000

	Monthly State Review Camps
	100
	15per x 12m
	18000

	State Training Camps (2 days – 2 times a year)
	150 x 2
	100 per x 2
	60000

	Documentation & Communication
	2500
	12
	30000

	Total State Coordination Expenses
	
	
	3,52,000
($ 7800)


The Total Network Level Budget for 5000 Libraries is 69,80,000 ( Rupees 69 Lakhs, 80 Thousand). This works out to about US $ 1,55,000.  
With State Coordination Expenses the total cost for 5000 libraries =Rs.73,32,000. 
The annual per library cost = Rs.1466 – less than Rs. 1500 ($30) per library/year!
Asha can support one or two units – or just x number of libraries – it need not be the whole project.  We have so far got funding for about 1000 libraries from Pratham and AID-USA and we have started these 1000 libraries which are running quite well.   But there is a lot more demand and the program is efficient only when run on 5000 library scale. (So at present the cost per library is higher – about Rs. 2000/library as we have not yet hit the economies of scale!) 
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