APPLS Regional Meetings 

Summary 
Introduction
This report provides a summary of the three APPLS Regional Meetings which were held in September and October 2009.  The report is arranged according to the agenda that was followed at each of the meetings. The bolded agenda items are followed by a short summary of the discussion at each of the meetings.  Possible actionable ideas that came out of each meeting are presented for each agenda item. 
1. Review/Discuss/ Ideals and Actions of APPLS Strategic Plan



Quick Review of a copy of the Ideals and Action – Doc. 1
a. Standards of Excellence  Doc. 2. 
· How to package the results to be meaningful to funding sources?

· How to use the results to improve system services or for planning?
· How can the standards be used in today's economic environment?
The three groups concentrated on the second question of how to use the Standards of Excellence to improve service or planning.  There was a general consensus that the standards should be used first in internal System’s documents. Two of the groups mentioned including the Standards in planning documents – i.e. strategic plans, system membership agreements, long-range plans.  Berks County and Lancaster County already include the standards in documents.  Two groups mentioned the need for training for System Administrators/Library Directors on the need about the importance of Systems.  One other training comment was about the need for general training for System Administrators. The Central group focused on the need for System Boards of Trustees to embrace the importance of excellence and the need to demonstrate to patrons what excellence means to their “library experience”.  Eastern and Western Groups see state funding being used as incentive funding to promote higher standards. The Eastern group thought that the Next Gen strategy should include better funding for Systems. 
Possible Actionable Ideas: 

1. Set a goal of having Standards of Excellence incorporated in “someway” into all 2011 County Coordination Plans and  in Strategic Plans as soon as feasible.

2. Work with OCL, PaLA, NextGen , GAC to develop financial incentives to promote higher level of standards .

3. Develop a mentoring system for new System Administrators
4. Have a group of “experienced” Administrators visit a recently appointed Administrator to 
discuss  System and State Issues and maybe talk to System Board.
5. Develop brochure highlighting the benefits of meeting the Standards of Excellence.

Need to revisit questions

How to package the results to be meaningful to funding sources?

How can the standards be used in today's economic environment?

1b. System State Aid Formulas/GAC  Doc. 3 and 4
· Comments on the GAC guidelines

· Maintain the status quo or move towards some form of standardized formulas

The three groups did not reach any consensus on this topic.  There seems to be a complete lack of understanding about the need for the GAC guidelines or how to handle the consequences of revising formulas.

In the Central group the topic raised a number of questions about the consequences to libraries that would lose funding because of changes to formulas. This group also suggested funding a research project about which formulas work best. The Eastern group questioned the need for OCL to approve formulas because it is a System responsibility and thought that formulas could be used for benchmarking or sharing experiences.  The Western group thought it best to maintain the status quo because “there is no money”.  This group also thought there was a need to align system/district responsibilities because there is competition for the same funding. 
Possible Actionable Ideas:
1. There should be more detailed discuss about the need and benefits of the GAC guidelines. 

2. Schedule a discuss/presentation about establishing guiding principles and including the “best” components in a formula.
1C. Lancaster  District Pilot



 - Comments about the results  


-  What does this mean for your system?

                        -  Where do we go from here?
The Eastern group provided the most concise answer to this topic - Systems and District must balance their needs and the needs of their members by agreeing to the roles and responsibilities of each.  Pilots are a way to develop models that promote efficiencies. 

The Western and Central groups thought the issue was more pertinent to areas where there is System/District overlap. One suggestion was to encourage System Specialists in areas such as technology, young adults, etc. who could provide consulting services to other Systems.
Possible Actionable Ideas;

1. Continue reporting on benefits of pilot projects. 

2. Explore the benefits of having System Specialists. 

1 D. System Board Development  

       -   Status of certification of library board members


       -   Examples of ongoing System sponsored training for board members
All three groups strongly agreed that Board Training was necessary but getting participation was difficult. All three groups were interested in the status of the OCL certification program.  Lancaster offered an example of board training conducted by Leadership Lancaster. The Western group thought that the Trustee Institute was most effective and that board training should be tied to State Aid and in the Library Code because training will not happen voluntarily.

Possible Actionable Ideas.

1. Compile a list and description of established board training programs at System level
2. Invite Mid-Hudson Library System to demo its Workshop On Demand board training program. 

1E.     System membership -  Doc. 5 
The Eastern group provided following answer to the topic of System Members -  To advance development and standards, Systems could use withholding of state aid or enact penalties.  They could also provide incentives for compliance.  System membership agreements are very important and should be reviewed at least every three years if not annually.  APPLS should reconvene the Committee (Julie was alone, so she should have company) in order to develop and share good examples of System/Membership Agreements.  In a System Agreement, ideas such as more centralized services could be explored.  HR, Audits, Bookkeeping are currently also being done in some Systems.
Possible Actionable Ideas

Reconvene System/Membership Agreement committee.
1F.    Additions, changes to Ideals and/or Actions
Two specific changes were recommended by the Western group - Move “Every County has a County Library System” before “County Excellence Standards” Add to Priority # 5 or add new priority: Research more funding options and compensations.  Find models for successful funding and emulate these across the state.  The Central group asked what were the advantages of a consolidated system and what were the political issues to be overcome. 

Possible Actionable Ideas:

1. Develop a paper on the advantages of the consolidated system and the political

 issues to overcome. 

2. Revise the strategic plan 

1G.   Priorities for 2010 - Which Ideals or actions should be emphasized in 2010
The Central group emphasized that 1. County Excellence standards need to be a high priority or it will fall by the way-side and 2. adequate state funding and incentives for advocacy.  The Western group wanted 1. help Systems with funding, 2. to delineate/research better funding streams, 3. to develop more pilot type projects – distinguish state aided and non state aided.  and 4. to expand member types of systems – different structures in Library Systems, and 5. to conduct more research on identifying different types of libraries outlets that are not included on sheet. 

Possible Actionable Ideas: 

1. How to make county excellence standards a high priority?
2. To delineate/research better funding streams

3. Provide examples of the how Districts and Systems deal with non-stated aided libraries.
4. Which System organizational structural works best given the characteristics of 

county/district service area?

5. Define different types of outlets that are used by Systems to provide services 

   2.   Platform for 21st Century Literacy   Docs. 6 and 7
 

-  Which aspects are of particular interest to APPLS?  

  
-  What kinds of changes need to happen to make this vision a reality? 


            -  How could state funding help drive making this vision a reality? 
 
            -  How can APPLS help support this vision? 

The Central group felt strongly that the platform should be supported and wondered if APPLS funds could be used to move the project ahead and/or to train System Administrators on the platform.  The Eastern and Western groups were concern about the funding method. 
3.   Changes in new Library Code –APPLS View


 From the large number of suggestions made on how to change the code there seems to be a strong consensus that the Library Code needs to be change. The suggested changes cover numerous areas: qualitative vs quantitative, one size does not fit all, system and district delineation, virtual services, more autonomy for systems.  Please see Appendix A at end of report.

Possible Actionable Ideas:

1. Check with the NextGen Committee about its ideas for a “new code”
2. Develop a document that delineates APPLS priorities for “new code”
 4.   Advocacy 

-  State-wide advocacy model – how effective is it?


-  Examples of effective local models 

Ideas/remarks from the Eastern group includes that PaLA is doing an excellent job.  The legislative Committee should represent Systems.  There should be better channels of communication from the legislative committee and the PALA Board to Systems, Districts and Member libraries.  We need to find a way to better share what everyone is doing. Examples of advocacy events include: Municipal Breakfasts, Annual Dinners, Annual Meetings, Legislative Receptions etc.

Ideas/remarks from the Central group: Everyone statewide must be giving the same advocacy message, PaLA is the most visible state-wide model, could APPLS create a model / plan for things such as a legislative breakfast? How to plan a breakfast (what topics etc.) – perhaps a video, Training on how to be a good advocator to public officials – perhaps a video. Announcements in the library during budget times urging patrons to call/write their local legislators

Actionable Ideas:
1. Use APPLSTALK to share information about advocacy efforts or ideas
2. Make suggestions about how communications can be improved between Legislative 
Committee and Systems, Districts, and Member Libraries

3. Create advocacy training materials 

   5.   Funding      - 
   Doc. 8 
Comments from the Central Group includes: This goes back to advocacy, Code would need to have a mandate proving for local funding, etc. Would there be a way to get involved with school district consolidations if this action is ever taken  Would need to be very careful as we wouldn’t want to be associated with a negative project, Might be a way to get additional funding with a new tax stream, etc.  Eastern group had no further comments and Western group ran out of time. 

Actionable Ideas

1.  Develop a document that delineates APPLS ideas/priorities for funding 

   6  Statewide Grants  -  APPLS priorities 
Central group comments were: Good ideas if the programs had follow-through (past state projects have fallen flat or never even got off the ground.), Orientation, etc for new system administrators, Money going towards research projects
   7.   Examples of new system-wide initiatives – ex. Cooperative Collection 

Development 
–Berks Co. 
1.  Union County  New system-wide website, Looking at having system-wide policies in place in order to facilitate a one card/one county system Looking at doing some fund-raising (or securing funding) as a system

2. Centre County  - Creating a strategic plan that includes technology planning as a system

3.Berks County:  Held several workshops on collection development; weeding; collection access.  Used Carrie Gardner from Kutztown.  Each library analyzed their collection and then selected areas of strengths and looked for “holes.” or collection weaknesses. Another example would be a Countywide Friends group.  Lancaster has a Council of Friends which puts on the author luncheon

APPENDIX A

REGIONAL VIEWS ABOUT CHANGES TO THE CODE

Changes in new Library Code –APPLS View


- Changes to aid formulas – Basic, Quality, Incentive Aid ?


- Prescriptive or descriptive (guidelines)


- Changes to present System Standards 


-  Quality and quantity?


-  One size fits all?


-  More System autonomy within state-approved guidelines



- Changes to Local Library Standards – One standard you would like to see changed or modified
CENTRAL REGION

· Current code is quantitative; no quality assessment 

· Current code is prescriptive

· Code would need to say every library has to have a system – that is probably the only way this goal could be achieved.  
· Does the formula work when it is actually functioning?
· Is the formula too complicated?  Could it be made simpler?  
· Right now it’s very complicated and hard to explain to the powers that be. 
· What is the plan is the funding formula cannot be run?  (It hasn’t been run since 2003).
· Could basic level be eliminated?  If a library cannot meet these basic standards, they should not be receiving state money.
· Quality vs. quantity – with limited funding, can you expect quality services while maintaining the quantity required?

· If the code stays the same, will we be able to move up to the next level of service?

· Quality would require some sort of evaluation

· If the funding remains the same, the code will no longer be applicable
· Can systems have more autonomy in decision making?  For example, could a system waive the hours requirement for certain circumstances, such as counting outreach hours, etc?

· Perhaps public computers could be included in the 12% materials collections – perhaps the requirement could be made 14%, etc.  – this would encourage plans for replacement, etc. 

· Is the periodical clause outdated, especially with POWER Library (if it remains).

· Development Officer – on a system level

· Technology Coordinator -- on a system level

· System Webpage – starting point to access all other member libraries’ pages – an ‘E-branch’

· More sharing with technology as a system, including automation systems, open-source

· Eliminate rotating collections

· Add that libraries must be automated to a certain level
WESTERN REGION 
Changes in new Library Code – APPLS View

· Changes to aid formulas – basic to incentive?

· Prescriptive or descriptive (guidelines)

· Changes to present System Standards

· Quality and quantity?

· One size fits all?

· More system autonomy within state-approved guidelines

· Changes to Local Library Standards – One standard you would like to see changed or modified.

· Revisit standards so one size does not fit all

· Address virtual services

EASTERN REGION

There needs to be clearer delineation between System and District Roles in order to resolve conflict.  System needs to be given their due in the CODE.  There should be more con’t ed required for staff.  We need to look at standards and analyze how databases are counted.  Need to look at hours open requirement and especially the weekend hours where some libraries are very quiet on a Saturday.  The Excellence Standards for Systems need to be codified

