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Implementing the findings of the Himmel/Wilson Study 

APPLS, the Association of Pennsylvania Public Library Systems would like to examine the findings of the Pennsylvania District Library Center Study prepared for the Office of Commonwealth Libraries by Himmel and Wilson, 2005.  Although the study was undertaken to benchmark the current effectiveness of District Library Centers, the research indicated that Library Systems, which developed in the 1980’s and funded by Counties, have in some District Service areas supplanted the library development function which Districts had absorbed as independent public libraries came into existence.

In the introduction to the final Himmel and Wilson Report, the consultants create a measure chart based on data that details the current outcomes of library services within the state.  They concur that library services have not made the dramatic improvements that Lowell Martin predicted in 1958 when his Library Services in Pennsylvania: Present and Proposed plan was implemented. The plan was a three tiered system of the provision of library services with the state being tier one, districts, tier two and the individual outlets for service or the independent libraries being tier three.  Martin focused on the District concept of smaller, weaker libraries affiliating with larger, stronger libraries; for the sharing of resources and services. Even though he called for a reduction in small independent libraries, and entertained their replacement with county-based service units, this was not part of his recommendations due to the political reality of the time that county government were relatively weak and not adept at supporting strong libraries.

By examining expenditures for Systems and Districts, it is apparent that times have changed. Currently 32 Federated County Based Library Systems*** exist which in 2006 expended from headquarters $18,320,882 dollars or $5.19 per capita for library services including development functions separate from District and Local Library expenditures.  Of the 67 counties in Pennsylvania, only 13 Counties do not appropriate funds for library services. The 54, which do appropriate funds, a total of $64,264,550, * is appropriated for library services through System/Districts or local libraries. 

Of the 29 Districts in Pennsylvania, five are a blend of System/Districts.** Two of the five are Consolidated Systems.  Therefore for the remaining 24 District scenarios, $13, 103,669 was expended in 2006, or $1.07 per capita.  

*Compare that to a total of state aid awarded of $75,500,000 in 2006-7 with $8,878,700 being County Coordination Aid which is generally distributed to Systems for Countywide services.. 

**Dauphin County Library System and the Free Library of Philadelphia are considered Consolidated Systems.  The Erie County Public Library, the Montgomery County/Norristown Library are county libraries that have branches, but because Erie has 6 independent libraries in its county and Norristown has 12, they are not usually referred to as consolidated systems. Chester County Library, Bucks County Free Library, and Delaware County Library System are the blended System/District scenario. 

***8 Federated Library Systems with branches

	Adams County Library System      3 
	

	Allegheny County Library Assoc   1
	

	Beaver Co Library System             1
	

	Bucks County Free Library            6
	

	Butler County Fed Lib System       2
	

	Chester County Library                  1
	

	Franklin County Library System    5
	

	York County Library System         5
	


Please see the chart below for an example that indicates that a mature Library System expends approximately $10 per capita for Tier Two services while the District in the same county expends approximately $ 1 per capita in the same service area of approx 500,000 people.

	System
	District

	Administration                          15%
	Administration               5%

	Library Development (Tier Two) Functions
	Library Development (Tier Two) Functions

	Advocacy 

Board Development State/County/Local Funding

Distribution of State Aid Standards Compliance 

LSTA Funds Disbursement
	Annual Reports, LSTA/Keystone submission

Standards Compliance

	Countywide Services/Programs
	District wide Services/Programs

	IT inc telecommunications, support, training and hosting
	Reference and Reference Collection

inc databases

	Collection Development/Technical Services
	ILL

	Business Information Service
	Delivery

	Community Relations 

PR
	

	Special Services

Outreach

Bookmobile
	

	Youth Services

Summer Reading Program
	

	Database Resources 
	

	Staffing
	Staffing

	8FTE consultants plus 16 FTE                support staff    
	1FTE consultant plus 4.5 FTE support staff

	Budget
	Budget

	$4,500,000  about $10 per capita
	$500,000   about $1 per capita


Currently, in some counties that have a mature and well-funded system, both the District and the System are Tier Twos as far as Commonwealth Libraries is concerned. Both are communicated with when issues involving the local libraries are involved and much contention, confusion, duplication of services and program and effort occurs.

One area of disparity follows the expectations from Tier One, Commonwealth Libraries, as to not only which entity, system or district, is responsible for carrying out state code but which entity will actually provide the best practice in these areas. For example, State Aid Funding flows through the Library System Board of Trustees, with the System Board being able to distribute some categories of state aid but not ultimately responsible to the state for their own and each member libraries annual report which outlines how state, county and local funding is spent.  A second example is when as LSTA grant is awarded in the county, the library system is the overseer of the grant and receives and passes-through the grant funding, but the District is charged with submitting the grants to Commonwealth Libraries and has to send a letter of transmittal accepting the improvement that the grant seeks to implement.  Is the System or the District responsible if malfeasance is committed with the funds or the project fails to accomplish what it is intended? 

Again, state code advises the System to establish a System/Member Agreement that outlines the responsibilities of the System and each member library.  As in State Code, the System is responsible for insuring that library buildings proposed by independent Boards of Trustees conform to best practices for providing library services for their service population and ultimately for the County.  Why then is the District Consultant the Tier One representative for Keystone Grants?  And so on….

A second area of disparity concerns the view from the member libraries.  Who provides the consultant services and leadership so often needed in a federated library system? Is it the District Consultant who is only one person or is it the system that has multiple managerial levels of consultants?  Is it the System Administrator who provides leadership in the area of library development and System-wide finding for member libraries or the District Administrator who is concerned with keeping the District Library and branches open, staffed and providing optimum services to the people who access them in person, via telephone or online?

As the study indicates, citizens of Pennsylvania are in need of ‘flagship libraries” that can serve as models of excellence in library service.  The challenge has been how to bolster the resources of urban, under funded District Libraries.  The results of the study present an opportunity for Commonwealth Libraries to create situations to serve as a showcase for what can be accomplished with an infusion of resources and at the same time a realignment of responsibilities aimed at consolidating and focusing on the District Center Libraries true customer, the public.

Because most District Libraries are located in an urban center with their attention focused on their individual local financial effort, District centers have a very difficult time of providing District-wide library development services to the independent libraries in their District. Himmel and Wilson recommends a plan that will strengthen what the District/Resource Library can provide and help to build capacities for best practices in both the District/Resource Library and the other independent member libraries in their District while also recommending another source of aid for the systems which will focus on library development capacities for the system members. 

	
	
	


There exist examples around the state of removing or modifying the function of the Liaison to Commonwealth Libraries.  Now, that System Administrators exist where they did not in Martin’s time, the liaison function to Commonwealth Libraries could be apportioned to those mature systems that have experienced and well informed Administrators.  If a mature System does not exist in a region, then the District Administrator could continue to be the liaison.  Whether a consultant is needed to carry out this function could be determined on an individual basis by each System or District.  Additionally, assigning the responsibilities to an emerging County Library Administrator might encourage the strengthening of funding from that County for library services. The combining of tier two responsibilities into one entity in order to be more cost effective and efficient is another direction, which could be assumed.

A dedicated, well-organized and staffed District Center Library should be recognized for the value of the services of the District/Resource Library in providing library services that directly impact public access to reference, collection and facility.  A mature and well-funded System, on the other hand, should provide the centralized services and development functions to the member libraries that the District Center Library cannot manage given their State Aid allocation.

Additionally, as is often common practice, Tier One, Commonwealth Libraries should recognize that a distinction made by Lowell Martin in the late 50’s of communicating only with Districts no longer applies.  All communications should be uniformly carried on with both Systems and Districts as equal Tier Two operations. Separate list servs, being only copied on certain documents, separate meetings and other divisive activity should cease.

NEW RESOURCE/ADVANCEMENT AID

The proposal in funding could be simply based on the population of the county with the new funding being divided between the Regional Resource Aid and the Library Advancement Agency Aid at $ .50 per capita.  Because the role of the District/Resource library is far more labor and material intensive, the suggestion would be a 3 to 1 split of the funds. However, the distribution of funds should be aligned with who is providing which services and at what cost.

With Resource Library Aid, the county funding previously dedicated to Resource Library functions can be used as incentive for the encouragement of best practice implementation in all member libraries including the District Library, thus fulfilling the Library Advancement function of the Library System. As the functions of both the Resource Library and the System are clearly defined, the plan for use of District/Resource, Library Agency funds, County Coordination and State Aid would all be negotiated within the same time frame by a System Wide annual planning process of needs assessment and resource allocation to be approved by the System Board and the District Advisory Council.  Since the System is responsible for the distribution of actual funds, System Administrators should be the contact to Commonwealth Libraries for any matters involving funds.  The District Administrators, on the other hand, would be the contact for those services, which are funded by Regional Resource Aid. 

Furthermore, strategic planning that involves the District, System and Member Libraries should occur that discovers the priority of needs in that County and District.  Annually, as now happens with District Negotiation and System Funding Formulas for State and County Aid, a negotiation should occur with all funding that is filtering into that region, whether it be District Aid, County Coordination Aid, State Aid, County Aid or the new categories of Resource and Library Advancement Aid.   Everyone, including Commonwealth Libraries should participate in the needs assessment and services identified in that region.  Then the funds should be applied to those services, which have the highest priorities.  Whoever can deliver those services in the most cost-effective manner should be the agent to do so whether it is the District or the System. Additionally, the System, which is not a library, is charged with seeing that all members, including the District Center, maintain standards and should be diligent in including those standards in the System Membership Agreement.  There should be a very clear long-range plan for both the System and District that in combination addresses the advancement of library services for the public in that County and District. 

Examining the results of the Himmel and Wilson Study is a start in determining how changes in the State Code could support and enable better library services to be delivered to the people of PA.  The exercise of opening the State Code should be undertaken in the spirit of removing obstacles and challenges to providing library services statewide. The objective should be to work on the changes with an eye on 2011 when PA will have a new administration.  Perhaps some minor adjustments can made as guidelines by the Governor’s Advisory Council in the present term.

Of course, as always the case, funding is required to grow library services.  It’s unproductive to attempt to make changes in the delivery of library services without capacities such as staff, facility and program for both the Systems and the Districts. However, the realization that Systems have matured to the point where the leadership coming out of systems needs to be recognized and given authority through the state code is an implied outcome of the HW Study.

Regional Resource Library Aid  (some examples)

1. Access to collection, programs, reference 

· collection development 

· local history, genealogy gateway, clearing house, gov’t docs, last copy, high/low, foreign language, multi-cultural, unique formats, periodicals, phone books, yearbooks, formal learning support materials, etc

· Interlibrary loan out of county

· Licensing of electronic resources

· Professional staffing 

· Reference, virtual and traditional 

· reader’s advisory, career resources, foundation center, 

· Providing leadership in best practices in services and programs in outreach/special services, youth, adult, business, health, cultural., educational, seniors, consumers

· Computer based and traditional training and lab for the public 

· Community space and programming

· Additional evening, weekend hours esp. Sunday

· Delivery

2. Attain and maintain certain level of local financial effort

Library Advancement Agency Aid  (some examples)

1. Consulting and resource services which would assist, direct and implement best practices in member libraries including:

· Strategic planning 

· Funding

· Board development

· Friends groups

· End user programming 

· Providing library services 

· Continuing education

· Public relations/community advocacy

· Facility 

· Customer service

· Grant writing

· Fund/capital campaigns

· Technology network and support

2. Liaison with Office of Commonwealth Libraries

· Responsible for Annual Reports

· LSTA Grants

· Keystone Grant

· Strategic Plan

· County Coordination Aid

· Plan for Use of State Aid

· Director’s Council Meeting

· System Board Meetings

3. Attain and maintain certain level of local financial effort/County Aid

OUTCOMES

The Pennsylvania District Library Center Study recommendations provide the opportunity to test the studies outcomes.  

All residents of each county will have access to enhanced library and information services within a reasonable distance of their homes as well as being accessible via electronic means wherever, whenever and in whatever format they desire.

Residents of rural and urban portions of the county served by smaller libraries and the Resource Library(s) will receive a higher level of library services because of a greater focus by the System in helping all libraries, large and small, to build capacities for best practices.

All residents of the county will have improved electronic access to statewide and regional resources as the System will provide the connections and training for staff in the Resource  and member libraries who will in turn empower the end library user.

Students and educators in the county will benefit from greater county wide and regional coordination of both electronic and print resources related to meeting educational standards.

The people of the county will have a better awareness and understanding of the services and resources that the Resource and member libraries can deliver through being a countywide network of exemplary libraries.

The System and District Administrators and Boards will be able to devote more time and resources to planning and implementing services and programs rather then justifying how the monies should be divided.

The System and the District/Member Libraries working cooperatively will see all public service outlets as resources for personal development and life-long learning.

New Regional Resource Aid will provide reinvestment in District Libraries and their Communities. 

New Library Advancement Agency Aid will assist the County Library System in instituting best practices in member libraries countywide.

More successful libraries will attract skilled and passionate trustees who will advocate for member library funding from all levels of government.

Adequately funded libraries will become non-partisan leading to stable, sufficient and secure operating funding enabling county residents to take advantage of excellence in library services countywide. 
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