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=  Current budget constraints
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The Hood River County Library District was formed in November 2010 and is in the process of hiring its first director. The District

wishes to resume at least a basic level of service as soon as possible and must adopt its first budget by June 30, 2011.

Timelines are such that the Board must proceed with the budget process prior to the appointment of the library director. A discussion

of service levels would ideally take place after the appointment of the director but is integral to the budget process.

The District Board contracted for this analysis to provide context for the budget process. This report suggests "placeholder"
definitions of service levels that can used in the short term. The Board will work with its first director over the next two years to

develop a more detailed plan of operations.

The analysis reflects a review of statistical data from libraries serving similar sized populations in Oregon and recommendations
contained in the Standards for Oregon Public Libraries adopted by the Oregon Library Association. The descriptions of public library

roles and functions that are incorporated in the report are taken from Public Library Association planning guides.

The analysis focuses upon four areas that have significant budgetary impacts: open hours; collection development; youth services;

and reference services. Three levels of services are suggested:

Basic: a level of service that would meet threshold standards for a public library
Adequate: a level of service typical for a library serving a similar sized population
Excellent: a level of service comparable to what are generally considered to be excellent library programs in Oregon

The District Board has considerable flexibility in designing a library program tailored to meet the specific needs and interests of the
residents of Hood River County. The recommended service levels contained in this report should only be viewed as benchmarks that
help frame an ongoing discussion.

Thank you for involving me in this important project.

Michael K Gaston
Library Consultant
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Establishing Priorities

The five core roles of a public library can be thought of as a form of Maslow's Hierarchy. Maslow suggests that we first address basic
needs (food and shelter) then move on to other areas of self-development.

Developing public libraries follow a similar pattern. Libraries first secure a facility, start work on the collection, and develop the
infrastructure to circulate materials. Some level of reference and youth services typically form the second tier of the pyramid. Other
services are then developed that reflect local values and demographics.

u
Activities
/Independent LearninN

/ Preschool Servcies \

Reference Library

Popular Materials Library

This process is not linear. A library seeking to develop basic functions will invest more heavily into the collection but will also
allocate some resources to providing meeting space for community organizations. A more significant investment in programming
would be deferred until core services are established.
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Library Roles & Measurements

Establishing qualitative and quantitative goals within the broad scope of library services can be a daunting challenge. One useful
approach is to "back into" the prioritization by identifying which measurements to utilize as indicators of success. The measurements
that are identified as most critical will drive resource allocation. For example, the maximum wait time for a high demand title is
closely linked to the allocation to purchase high demand titles.

There are three types of measurements:
= Input measurements, such as expenditures on the collection per capita
= Qutput measurements, such as circulation per capita
= QOutcome measurements, such as the percent of library users that report they found a desired item on the shelf

Input and outcome measurements are cited in this report as data is readily available and the measurements are closely linked to
resource allocation.

This report reviews the five core roles of the small to medium sized public library, suggests measurements that could be used as
indicators of success, and recommends resource allocation tied to basic, adequate, and excellent levels of library service.

Library Roles & Measurements

Popular Materials Library: Adult & Youth Services

The library features current, high demand, high interest materials in a variety of formats for persons of all ages. Characteristics of a
library that selects this role are...

o includes recreational materials in collection

e uses merchandising techniques

o serves all age groups

The following measurements are indicators of success:
Expenditures per capita on collection
Circulation per capita
Maximum wait time for high demand items
Library visits (door count at entrance)

Facility check-list (comfort & cleanliness)
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Reference Library: Adult & Youth Services

The library actively provides timely, accurate, and useful information for community needs. Characteristics of a library that selects
this role are...

provides timely, accurate, and useful information

provides access to materials through interlibrary loan

supports business and government

includes indexes and abstracts in collection

searches online databases

includes a local history collection

The following measurements are indicators of success:
Expenditures per capita on collection
Availability of a qualified staff member
Library visits (door count at entrance)

# Reference Questions
Facility check-list (comfort & cleanliness)

Preschool Services

The library encourages young children to develop an interest in reading and learning through services for children and for parents and
children together. Characteristics of a library that selects this role are...

focuses services to meet the needs of preschoolers

fosters reading readiness

provides storytimes

presents summer read-aloud programs

serves day care facilities

organizes programs on parenting

The following measurements are indicators of success:
Expenditures per capita on collection
Availability of a qualified staff member
Library visits (door count at entrance)
In-Library Children’s Programming: # programs & attendance
External Children’s Programming: # programs & attendance
Facility check-list (comfort & cleanliness)
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Independent Learning Center

The library supports individuals of all ages pursuing a sustained program of learning on an independent basis. Characteristics of a
library that selects this role are...

serves people of all ages

supports independent learning projects

has a strong non-fiction collection

provides materials in a variety of formats

makes self-help research guides available

The following measurements would be indicators of success:
Expenditures per capita on collection
Availability of a qualified staff member
Library visits (door count at entrance)
Expenditures per capita on collection
Wait time to obtain assistance from a qualified staff member
Facility check-list (comfort & cleanliness)

Community Activities Center

The library is a central focus point for community activities, meetings, and services. Characteristics of a library that selects this role

are...
serves as a focus for activities, meetings, and services
cooperates with community groups
has a meeting room available
emphasizes programming
establishes an effective communication network with organizations in the community

The following measurements would be indicators of success:
= Library meeting room usage: # organizations; # of meetings; attendance
= Library programming: # programs, attendance, and evaluation by public
= Facility usage: # or organizations served, # programs, attendance
= Facility check-list (comfort & cleanliness)
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SERVICE LEVELS: OVERVIEW
This section outlines three levels of service defined as follows:

Basic: a level of service that would meet threshold standards for a public library
Adequate: a level of service typical for a library serving a similar sized population
Excellent: a level of service comparable to what are generally considered to be excellent library programs in Oregon

Performance targets derived from an analysis of similar Oregon libraries are suggested for each level of service. The analysis focuses
upon four areas that have significant budgetary impacts: open hours; collection development; youth services; and reference services.

Comparisons

A number of local factors need to be considered when suggesting performance targets and allocation levels based on comparison
libraries. The design of the facility (two floors at the Hood River County Library) has a significant impact on minimum staffing
levels. The efficiency of the local library automation system will impact staffing in the areas of cataloging and circulation.

Local factors must also be considered when referencing comparison libraries in the assignment of performance targets. Library usage

will reflect variables within the control of the District, such as comfort of the facility, friendly customer service, and the quantity and
quality of the collection. Library usage will also reflect variables beyond the control of the District, such as demographics, the
location of the library near centers of activity, and the density of the population in the immediate vicinity of the library.

Board/Director Linkage

The analysis that follows is based on a methodology that can be utilized to frame the ongoing linkage between the Board and the
director. The following steps represent an annual cycle leading up to the budget process.

The director works with the Board to craft a series of statements that describe the Board's vision of a successful library.
The director identifies measurements and performance targets consistent with those statements.

The director and staff develop implementation strategies to achieve the targets.

Monitoring reports from the director are reviewed at Board meetings.

The Board reviews and amends its vision annually, establishing priorities for the following year.

Performance targets play a critical role in the management of a library system and should be the primary topic of discussion between
the Board and the director. Establishing targets and measuring progress creates a culture of accountability. Targets should be realistic
and achievable, but always a stretch.
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SERVICE LEVELS: ANALYSIS
Overview

The Library Board will meet with its new director to define the services that will initially be provided. This can be accomplished by
describing the look and feel of a successful library.

The following is a sample list of descriptions of a library program operating at the basic and adequate levels:

The library is well maintained, providing a comfortable place to browse the collections.
Staffing is sufficient to operate the automation system.
Open hours are sufficient to provide adequate access to most area residents.
Staffing is sufficient to provide a reasonable level of supervision on both floors of the main library.
Staffing is sufficient to select, order, and process new items for the collection.
Staffing is sufficient to provide professional reference support during peak service periods. Paraprofessional support is
provided during off-peak periods.
= Staffing is sufficient to release the director to focus on planning and community outreach for at least fifteen hours weekly.

Additional descriptions would be added by the Board to reflect a higher level of service.

The main library provides morning and afternoon hours daily, and evening hours on week days.

Staffing is sufficient to provide professional reference service during all open hours.

The library offers a dynamic youth services program that includes extensive in-house and external programming.

The library provides services to residents who are institutionalized or homebound.

The library sponsors a series of thought provoking programs that stimulate community dialogue and intellectual curiosity.
The director focuses primarily on planning and community outreach.

This report focuses on describing and costing a Basic level of service. Data is provided to suggest performance targets and cost
estimates for open hours and collection development at the Adequate and Excellent levels. A more detailed analysis of staffing to
support services beyond the Basic level is not practical given the significant number of policy decisions that would need to be
anticipated.

A sample budget is provided for the Basic level of service. Expenditures are balanced to revenue in the budget, reserving resources
for the expansion of services as the Board continues to design a program to meet the specific needs and interests of the residents of
Hood River County.




Hood River County Library District
Service Priorities

Measurements

The following measurements were selected to frame the analysis of the levels of library services:

Facility check-list (comfort & cleanliness)

Expenditures per capita on collection

Open hours

Staffing levels

Library meeting room usage: # organizations; number of meetings; attendance
In-Library Children’s Programming: # programs & attendance

Facility Checklist:

Maintaining library facilities is a core function of every public library. Maintenance varies, reflecting local standards and budgetary
constraints. The Board adopts qualitative standards as performance measures. The director develops a detailed facilities checklist that
is consistent with Board standards.

Examples of check-list items:
Temperature is maintained at 68 degrees during open hours and office hours.
Waste is removed daily.
Litter is collected daily.
Bathrooms are cleaned twice a week.
Carpets are vacuumed monthly.

Services will be priced by the director using a "request for proposal" process. Ballpark cost estimates are reflected in the Materials &
Services line-item of the sample budget.
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Expenditures per capita on the Collection:

Investment in the collection is a core function of every public library. Per capita expenditures on the collection and the per cent of total
expenditures allocated for collection development are widely accepted indicators of collection health.

Comparisons:

Library Population Total % of Total | Expenditures
$$s Expenditures per capita

Chetco Community Public Library 13,041 | $24,691 4.21% 1.89
Former Hood River County Library 21,725 | $44,263 10.21%
Crook County Library 27,185 | $58,935 11.24%
Pendleton Public Library 23,415 $60,800 11.45%
Jefferson County Library District PERS 19,003 | $53,899 11.00%
Silver Falls Library District 27,482 $81,884 12.44%
The Dalles-Wasco County Library 20,700 | $106,147 12.71%
Baker County Library District 16,450 | $86,059 9.64%
Siuslaw Public Library District 17,254 | $110,986 14.61%
Fern Ridge Library District 12,275 |  $79,605 18.07%

2.04

2.17

2.60

2.84

2.98

5.13

5.23

6.43
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6.49

Notes:
* An investment of $2.91 per capita would reflect an annual investment of $63,000.

* An investment equal to 11% of total expenditures (assumes $600,000 expenditures) would reflect an annual investment of
$66,000.

Suggested funding levels:

Basic Level $2 per capita $43,450

Adequate Level $3 per capita $65,175

Excellent Level $6 per capita $108,625
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Open Hours:

The library schedule will drive the level of staffing. Public libraries operating at the Basic level offer some evening and weekend
hours to accommodate student and work schedules.

An analysis of Oregon libraries identified four libraries providing a Basic level of open hours.

= Libraries are typically open Tuesday through Saturday.
= Libraries are typically open three evenings.
=  Morning hours may not be provided.

Oregon Public Library Standards state that a public library serving less than 25,000 residents should be open a minimum of 40 hours
weekly.

Library Population

Astoria Public Library 10,250
Dallas Public Library 25,377
Ontario Library District 26,430

Oregon Trail Library District 10,430

Median

Suggested levels:

Open Hours

Basic Level 36

Adequate Level 48

Excellent Level 61

Note:
= Data tables used to calculate open hours at the adequate and excellent levels are provided in the appendix.

11
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Staffing levels:

The library schedule drives staffing costs. This report assumes that the main library will be open 36 hours per week as discussed
above. The report assumes that both small branches continue to operate 15 hours per week, and are staffed by library assistants.

Schedule

Monday | Tuesday | Wednesday | Thursday | Friday | Saturday | Sunday

Schedule Closed 12to 8 12to 8 12to 8 12to 6 12t0 6 Closed
Hours Open 8 8 8 6 6

Staffing (Hours)

Direct Service Staffing

"Prep" Time

Branches

Total Hours/Week

Notes:

The sample staffing levels represent the minimum staffing levels needed to support the suggested schedule.

The table assumes that four staff members are needed to supervise the library during open hours.

The level of staffing will be reduced to three staff members during dinner and breaks.

The table assumes that part time staff will be scheduled to minimize the requirement for dinner coverage.

"Prep Time" includes administration, collection development, planning, and outreach.

Some "Prep Time" duties can be performed by "Direct Service Staff" during low usage periods.

Additional staffing (.7 FTE) to cover absences due to illness, vacation, and some travel is incorporated into the sample
personnel budget that follows.
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Staffing Structure:

Staffing a library at the Basic level is a challenge. Budget constraints will largely determine the staffing structure. Qualitative
standards are frequently compromised.

= Libraries often have a single professional on staff, typically the director. A second professional is added as funding allows.
= Libraries provide youth and reference services using lightly supervised library assistants.
= The director constantly balances conflicting internal and external demands.

Despite these challenges, a number of libraries operate effectively at the minimum staffing levels described in below.

Tues | Wed | Thurs | Fri | Sat | Total
Director 8 8 8 8 8 40
Librarian II 4 4 4 4 4 20

Library Assistant II 12 12 121 12| 12 60
Clerk 11 12 12 12 12 12 60
Clerk I 5 5 5 5 5 25
Total 41 41 41 | 41| 41

Notes:
Either the director or the second professional should have youth services expertise.
Both professionals should have basic cataloging and selection skills.
Additional professional staffing is recommended if funding is available.
Librarians with significant administrative duties are classed as Librarian II.
Library assistants that work with only indirect supervision are classed as Library Assistant II.
Clerical staff stationed at the circulation desk who make frequent use of the automation system are classed as Clerk II.
Clerical staff that have lower level duties are classed as Clerk I.
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Cost Analysis: Staffing Costs

The table below projects staffing costs for the staffing structure discussed above.

The table reflects the following assumptions:
Salary costs will increase 3% annually - a 1% inflationary adjustment combined with a 2% step increase.
Employees with the exception of the director are hired at Step 2.
The District contributes 8% of salary into a deferred compensation plan.
The District contributes $935 per month per employee to health benefits.
Future increases in health costs above 3% will be passed on to the employees.

The table is a "high" estimate:
= No deduction was made for employees working less than 20 hours who do not receive benefits.
* No deductions was made for those employees who opt out of the health benefits plan.
= The table does not reflect any reduced costs due to vacancies or turn over.
» Annual increases project step increases on July Ist - step increase would actually occur on the anniversary of the employee's
hire date.

PERSONAL SERVICES FY 11/12 | FY 12/13 FY 13/14

Library Clerk I . 14,685 15,126 15,579
Library Clerk II . 39,853 41,049 42,280
Library Assistant 11 . 53,569 55,176 56,831
Librarian IT . 28,525 29,381 30,262
Library Director 62,445 64,318 66,248
TOTAL . 199,077 205,049 211,201

BENEFITS
Retirement 15,926 16,404 16,896
Social Security 15,229 15,686 16,156
Workers Compensation 1,000 1,030 1,061
Health Insurance 64,780 66,723 68,725
Unemployment Insurance 10,000 10,300 10,609
TOTAL BENEFITS 106,935 110,143 113,447

TOTAL PERSONAL SERVICES 306,011 315,191 324,647
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Cost Analysis: Expenditures & Resources

The table below projects resources and expenditures over a three year period.

The table reflects the following policies:
= The Foundation will provide $200,000 to be used to fund services pending receipt of taxes in November.
* An equipment reserve fund is established with an annual transfer of $30,000.
= Expenditures are budgeted at a level approximately $100,000 less than projected annual revenue in order to build the ending
cash balance and to reserve some funding for future program enhancements.

FY 11/12

FY 12/13

FY 13/14

Resources

Cash Forward

0

268,467

377,814

Previously Levied Taxes

0

15,000

15,000

Interest

1,336

1,000

1,000

Fines & Fees

6,600

10,000

15,000

Foundation

200,000

21,000

21,000

Tax Income From Current Year Taxes

669,542

689,628

710,317

Total Revenue Except Cash Forward

877,478

736,628

762,317

Expenditures

Personal Services

306,011

315,191

324,647

Collection Development

63,000

64,890

66,837

Materials & Services

200,000

206,000

212,180

Capital Outlay

10,000

10,300

10,609

Transfer to Equipment Reserve

30,000

30,900

31,827

Total Expenditures

609,011

627,281

646,100

Reserved to Build Cash Forward

268,467

377,814

494,031

Notes:

= The table likely overstates first year Personal Services expenditures as some positions may not filled by July 1st.

= A contingency is not included in the table as it would distort the projected ending balance. A contingency will be included in
the budget, reducing the "Reserved to Build Cash Forward" line. Any expenditure from the contingency line-item would
reduce Cash Forward.
The allocation for Material & Services is a "ballpark" estimate. The estimate seems high when compared to libraries operating
similar sized libraries, but is lower than the projections provided by Hood River County.

15
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Appendix:  Oregon Public Library Standards

Quantitative Standards
Most of the analysis contained in this report is based on data collected from Oregon Libraries. The Board may also wish to review the
Oregon Public Library Standards adopted by the Oregon Library Association. These standards recommend higher levels of staffing

and more open hours.

Quantitative Standards: Hours

Population served* | Threshold Excellent
10,000 - 24,999 40 55 70

25,000 + 50 60 75

Adequate

Quantitative Standards: Staffing

Threshold
0.35 FTE/1,000 served. (7.6 FTE)

Excellent

0.7 FTE/1,000 served. 15.2 FTE

Population served*

10,000 - 24,999

Adequate
0.5 FTE/1,000 served. 10.9 FTE

Director has an MLS.

Director has an MLS. 1/4 of staff has MLS.

Director has an MLS. 1/3 of staff has MLS.

25,000 - 49,999

0.35 FTE/1,000 served.
Director has an MLS. 1/5 of staff has MLS.

0.5 FTE/1,000 served.
Director has an MLS. 1/4 of staff has MLS.

0.7 FTE/1,000 served.
Director has an MLS. 1/3 of staff has MLS.

Quantitative Standards: Collection

Threshold

Adequate

Excellent

0 - 49,999
whichever is greater.

44,000

Materials count of 5,000 or 2 items/capita,

Materials count of 10,000 or 3 items/capita,
whichever is greater.

66,000

Materials count of 20,000 or 4 items/capita,
whichever is greater.

88,000
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Appendix:  Library Functions

Library planning guides identify eighteen library functions that can be reviewed when establishing library priorities. This list provides
another way of viewing traditional library roles.

The Library District will review these functions in greater detail should it undertake the planning process recommended by the Public
Library Association.

: Be An Informed Citizen: Local, Nation, and World Affairs

: Build Successful Enterprises: Business and Non-Profit Support

: Celebrate Diversity: Cultural Awareness

: Connect to the Online World: Public Internet Access

: Create Young Readers: Early Literacy

: Discover Your Roots: Genealogy and Local History

: Express Creativity: Create and Share Content

#
#
#
#
#
#
#
#

: Get Facts Fast: Ready Reference

O 0 3 O W B~ W N =

H*

: Know Your Community: Community Resources and Services

F=
—_
=)

: Learn to Read and Write: Adult, Teen, and Family Literacy

H*
—_
—_

: Make Career Choices: Job and Career Development

: Make Informed Decisions: Health, Wealth, and Other Life Choices

: Satisfy Curiosity: Lifelong Learning

: Stimulate Imagination: Reading, Viewing, and Listening for Pleasure
: Succeed in School: Homework Help

: Understand How to Find, Evaluate, and Use Information

: Visit a Comfortable Place: Physical and Virtual Spaces

Welcome to the United States: Services for New Immigrants




Hood River County Library District

Service Priorities

Appendix:

Hours Data Table for "Adequate Level"

Library

Population

Mon

Tues

Thur

Canby Public Library

25,066

7

7

Independence Public Library

17,009

6

9

Scappoose Public Library

11,922

9

9

Monmouth Public Library

22,583

Stayton Public Library

20,452

Hermiston Public Library

21,677

St. Helens Public Library

12,380

Silver Falls Library District

27,482

Coos Bay Public Library

24,509

La Grande Public Library

19,309

Lebanon Public Library

15,580

Chetco Community

13,041

0| O O O O Y| | | O N O

Forest Grove City Library

27,042

—_
(=)

North Bend Public Library

16,699

Fern Ridge Library District

12,275

Gladstone Public Library

20,391

Jefferson County Library

19,003

Molalla Public Library

22,583

Pendleton Public Library

23,415
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Appendix:

Hours Data Table for ""Excellent Level"

Library

Population

Mon

Tues

Wed

Thur

Cornelius Public Library

12,177

9

9

8

9

Siuslaw Public Library

17,254

8

10

10

8

Crook County Library

27,185

11

11

11

9

The Dalles-Wasco County

20,700

11

11

11

11

Driftwood Public Library

12,947

10

10

10

8

Sherwood Public Library

20,242

10

10

10

10

Wilsonville Public Library

19,754

10

10

10

10

Baker County Library

16,450

11

11

11

11

Newport Public Library

17,406

11

11

11

8

Estacada Public Library

19,541

11

11

11

11

Tillamook County Library

26,130

12

12

12

12

Tualatin Public Library

27,095

11

11

11

11
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11

11

11
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