Springwater Township Public Library
Facility Needs Assessment: Final Report

Table of Contents

1.0 Summary of ReCOMMENdAtiONS. .. ...coiuieii e 2
2.0 INEFOTUCTION ...ttt 5
3.0 Key Considerations Affecting the Study .................uueuiiiiiiiiiiiiiiie 6
4.0 Library Space ReqUIFEMENTS. ........uuuuuuiiiiiiiiiiiiiiiiiiiiiiiiiiiiieiiiieebeeeaenaeeaee 11
5.0 Library Facility MOEl ............uuuiiiiiiiiiiiiiiiiiiiiiiiiii e 18
6.0 Staffing and Projected Operating COSIS..........uuuruuiriiiiiiiiiiiiiiiiiiiiiiieiiieeeaees 31
7.0 TranSitioNal ACHIVITIES .........uuiiiiiiiiiiiiiiiiiii i 41

Dysart & Jones Associates and dmA Planning and Management Services



Springwater Township Public Library
Facility Needs Assessment: Final Report

1.0 Summary of Recommendations

4.0 Regarding Library Space Requirements
We recommend that:

1. STPL adopt the guideline of 0.7GSF/capita for the purposes of determining
future library space requirements.

2. The space planning guideline of 0.7GSF/capita be monitored on an ongoing
basis, formally reviewed and, if warranted, adjusted at least every five years.

5.0 Regarding the Library Facility Model
We recommend that:

3. STPL adopt a facility classification system designating sizes and customary
services and amenities for Neighbourhood, Community, and District libraries.

4. Future library branches are a minimum of 5,000GSF and preferably 8-
10,000GSF. Smaller satellite branches, even if proposed as temporary locations,
should not be provided.

5. Given the geography and history of the Township, library branches are required
to serve both the northern and southern sectors of the Township.

6. The existing Elmvale branch be retained to serve the northern section of the
Township.

7. A Community Library of approximately 26,000GSF be developed to serve the
southern section of the Township and be located in the Midhurst area.

8. The existing Midhurst branch be closed when the new Community Library is
available for public use

9. The status of the Minesing Branch be reviewed and a policy governing minimum
acceptable levels of service be developed to guide this review.

-
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6.0 Regarding Staffing and Projected Operating Costs
We recommend that:

10. STPL adopt a staffing model of 0.6FTE/1000 population for the purposes of
determining future staffing requirements, monitoring this on an ongoing basis,
formally reviewing and, as necessary, adjusting it as the population reaches
37,000 and the Library’s technological capabilities improve.

11. STPL address the current staffing deficit as soon as possible, aiming to have 0.5
FTE/1000 by 2018.

12. STPL adopt a staffing model of 1 Librarian FTE/10,000 population aiming to
have 4 Librarian FTE by 2031 or when the population reaches 40,000+.

13. Staffing and operating costs are included with the capital budget to ensure these
costs are approved when the capital budget itself is approved.

14. STPL adopt a progressive and moderate approach to future operating costs that
is based on a blend of the library guidelines with the practicalities of municipal
funding, what’'s working in comparable communities, and that enables the
Library to have the staffing and resources of a contemporary library.

7.0 Regarding an Implementation Strategy
We recommend that:
15. STPL prepare a new Strategic Plan.

16. The Library in conjunction with Township financial staff prepare a facility
financing strategy. The Municipality is preparing a financial plan which should
include an assessment regarding Library facility capital and operating costs.

17. The Board prepare a transitional service strategy addressing its digital branch,
programs and services, outreach, advocacy and marketing and partnerships.

18. The Library prepare a detailed feasibility study for the new Community Branch.

19. The Library prepare an in-depth operational review to address staffing, reporting
relationships, technology and policies appropriate for a significantly expanded
library system.

-
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20. If at all possible, all future Library facilities be developed in partnership with other
agencies and interests and preferably those where joint service delivery is
possible. Stand-alone branches should only be developed as a last resort.

21. The recommended Community Library be built in two phases with the first phase
available for public use when the Township’s population reaches 24,000 and the
second phase at 37,000.

22. Future planning for the Community Library be based on a capital budget of about
$12 million which will refined and further developed with a detailed feasibility
study.

23. The size and cost of the recommend Community Library be confirmed and
further refined with detailed feasibility studies and architectural assessments.

24. STPL develop procedures for the ongoing planning and evaluation of library
services.

25. STPL develop a policy for reviewing the status of the Minesing Branch.

-
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2.0 Infroduction

Project Purpose

The primary purpose of the project is to determine library space requirements and a
facility model for the Springwater Township Public Library (STPL). STPL has not
prepared a facility master plan or long-term facility development strategy. The Library
has not adopted guidelines or any planning principles to govern the total amount of
library space required or the manner in which this is best allocated among different
types of library branches. Space provision guidelines and a preferred facility model are
recommended in this study. While the study focuses on STPL'’s physical facilities, it is
understood that library buildings will be complemented by virtual services. Indeed we
believe the STPL’s “digital branch” will be an increasingly important service point and
will play a key role in the transition from the current facilities to the new library buildings
of the future.

Springwater Township will experience considerable population growth in the next fifteen
years with major implications for current and future facilities. In addition to changes
driven by population growth, the changing role of the public library and the needs and
expectations of users are important considerations in this review. The study addresses
these considerations and provides a strategy for facility development until 2031.

While the primary focus of the study is facilities, a number of other issues are
addressed. We have provided a preliminary projection of future staffing requirements
associated with recommended facilities. In addition, we have commented on a number
of operational and service issues that require further investigation. The STPL, like most
municipal services in Springwater Township, is on the verge of a significant
transformation as the community’s population more than doubles. All aspects of the
library system will be impacted by this change. We have noted a number of areas,
unconnected to future facilities, where the STPL must plan for a changing future.

The report is organized as follows:

Key Considerations Affecting the Needs Assessment
Library Space Requirements

Recommended Facility Model

Implementation Strategy

-
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3.0 Key Considerations Affecting the Study

Key considerations affecting the study are briefly summarized below. Detailed
information is included in the study background report.*

Population Growth

The Township’s projected population and the phasing and allocation of population in
various settlement areas are being refined as planning for new growth proceeds. The
following assumptions were adopted for this study.

e The Township’s total population will grow from 18,500 to 44,710 in the period
2013-2031

e The vast majority of the population growth will be associated with the Midhurst
Secondary Plan in the southeast sector of the Township.

¢ While no information is available describing the socio-demographic composition
of the future population, we should expect a somewhat more diverse, younger
and family oriented population in the new settlement areas. New residents may
have different and potentially higher expectations for library service based on
their experiences in larger urban centres prior to moving to the Township.

Community Input

The community’s perspectives were gathered through interviews with several key
stakeholders and community workshops. A session with staff was also held. There was
consensus that:

e Growth will create a significant demand for expanded library services, and new
residents arriving from urban centres will expect the higher levels of service they
have experienced elsewhere - particularly for technology-based and digital
services; STPL was described as dormant, with strong staff but underfunded
with small, limited collections and facilities.

e Funding is an issue, both in terms of financing new infrastructure and on-going
operating costs.

¢ While technology offers new opportunities to serve rural residents, and a digital
branch should be part of the Library’s offerings, high-speed access is still
unavailable in some parts of the Township.

e The mix of old and new residents and a sizeable influx of first time residents in
a short period of time will make it more difficult to establish a sense of community
and attachment to Springwater Township.

1 Springwater Township Public Library. Phase One Report. Planning Context.

-
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¢ New municipal infrastructure, such as major recreation facilities and schools, will
be developed in new growth centres creating opportunities for multiuse
complexes with libraries.

e STPL needs to improve its ability to train residents to use technology effectively
in the digital age; improve its marketing and outreach to newcomers and non-
users and; adjust hours of operation and service models to reflect the busy,
commuting lifestyle of many residents. The Library also needs to develop a
stronger relationship with the Municipality and council, demonstrating its value
and contribution as a community-builder and civic resource.

e Springwater Township’s libraries should reflect the traditional north-south
service sectors areas in the community.

e The Minesing branch, while not sustainable in the long-term enjoys a special
relationship with the community, but other small library branches (similar to
Minesing) in other hamlets should not be considered.

¢ Minesing residents would elect to travel to a first rate library rather than (or in
addition to) using the local branch.

e Future library development could be in partnership with other service providers
and, given the planning underway, this is a strong possibility.

Trends and Best Practices

Developments in publishing and technologies are directly impacting everyone,
particularly public libraries. Publishers are in flux and e-publication will rapidly increase;
it becomes increasingly difficult for small authors to be published. Technology and e-
publishing has created a digital society in which everything from governments and
businesses is “online”, but many people do not have the devices, digital understanding
or connectivity to participate effectively in this digital society. However, just as we see
everyone “on their device” we also see people increasing gathering with others in public
spaces to converse, debate, work together, discuss community issues, and read
individually but with other people in close proximity. In response, public libraries are:

¢ Aligning themselves with public preferences and their community strategies by
positioning themselves as they were originally envisioned: a civic resource,
respected community placemaker and the people’s university.

e Developing a niche in publishing and curating their community’s authors, artists
and local, unique content. Most public libraries were the “211” of their
communities before the Internet.

e Shifting from places where information was “consumed” (or taken home to be
consumed) to places in which people gather, discuss, debate, and learn with
and from each other.

-
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¢ Increasingly public libraries are viewed as places of creativity and innovation in
their communities. Examples include Fayetteville Free Library’s Fab Lab, Innisfil
Public Library’s IdealLab (in a vacant Shoppers Drug Mart space) and Edmonton
Public Library’s Makerspace.

e Other libraries are underpinning the success of their neighbourhoods — from
providing the technologies and spaces to support small or home-based
businesses and public sector services, to working directly with various
community groups to advance their agendas.

e Establishing community-based librarians who work directly with community
groups and businesses to build specific databases or create customized
services.

e Offering a mix of quiet places for individual computer use, areas in which people
gather for social purposes, group work or discussions, and spaces where people
can tele-work or have private meetings and specific services to support local
small business.

e Providing software for personal projects, such as music and video and photo
editing - and places in which people can settle into a project for several hours;
support for the learning and creative activities; attractive, welcoming
environments in which materials are ‘merchandised’ to resemble book stores or
retail outlets.

Contemporary Libraries — Design and Development Principles

The roles and functions of public libraries have changed significantly in the past 10-15
years, largely in response to technology but also due to customer expectations,
demographic shifts, a growing appreciation of the library’s potential role in a knowledge
based economy, an increasing emphasis on partnerships and joint service provision
and a growing realization within the library community of the importance of actively
participating in a wide range of community initiatives. Relevant trends with implications
for library space requirements and design are discussed in the Phase One Planning
Context Report and captured in the trends and best practices noted above. The major
changes include:

e Increasingly, libraries are being thought of as a “centre” or “focal point” of a
community. They are spacious, welcoming, highly visible, accessible places
where people come together to gather information, exchange ideas and explore
their creativity.

e A trend in municipal planning is the development of neighbourhood centres that
bring together multiple civic amenities including libraries, government services,
daycares, community halls, recreation centres, and public parks or plazas. This

-
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can enhance sense of place but also create synergies between complementary
services.

e Through elements of design, programming, and partnerships, the library is
increasingly fostering dialogue and exchange with its users. The spaces inside
and outside libraries are the ideal locations for civic events, celebrations, fairs,
festivals, political debates and concerts. Public art installations, temporary
exhibits, and local history displays help libraries establish a setting for social
interaction, encouraging people to gather, talk, and learn.

e The library as a space for community knowledge exchange remains paramount
and, for such users, the library’s digital services are less about computer
terminals than about space to have their ‘way of knowing and creating’
expressed and included.

e Increasingly, support for community social and economic development is
becoming a core function of the library in an information economy characterized
by rapid change. Libraries are providing workshops and training in computer
literacy, e-technology, and navigation through the information age. The library
increasingly plays a role in supporting small businesses, home-based business,
the self-employed and individuals who must continually upgrade skills or search
for new careers in a changing marketplace.

e To complement the increasing range of activities and services provided in a
major library, users have expressed the desire for a more diverse mix of spaces.
The provision of space is being considered for both user type (children, seniors,
level of technical skill, etc.) and activity type (quiet study, group work and
collaboration, social interaction and conversation, “active” spaces for
presentations, performances, workshops, makerspaces, etc.).

¢ Increasingly, modern libraries are adopting sustainable building practices. Many
developers in Canada are pursuing the LEED (Leadership in Energy and
Environmental Design) certification under the Canada Green Building Council,
while still others are building to green standards and incorporating sustainable
design principles into their projects, while not pursuing certification.

These facility trends are strongly rooted in the changing roles and functions of public
libraries. They envision a library that is fully engaged with the community. The library is
home to a wide range of programs and activities and a convenient and comfortable
place for residents to participate in recreational reading, research, education and
learning, and community events. In addition to a higher level of design, there are
implications for space planning and library facility models. These trends support larger
libraries and higher square feet per capita provision levels. They also are a major
reason why library systems increasingly have fewer but larger library branches.

9
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While STPL'’s current facilities do not reflect these contemporary requirements for
public libraries, it is assumed all future facilities will.
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4.0 Library Space Requirements

Introduction

This discussion addresses overall library space requirements. The recommendations
in this section only deal with future library buildings. These physical facilities will be
complemented by virtual library space and possibly by other approaches that do not
require full facilities or staffing (e.g. kiosks that may provide a limited print collection in
a “vending machine” arrangement as well as other electronic services). Although we
address the increasingly availability of alternatives to physical facilities, the following
recommendations only deal with physical buildings.

Our assessment is based on frequently used per capita guidelines. While customary in
facility planning, guidelines that express space requirements on a population basis are
relatively unsophisticated tools. They are appropriate for this level of planning but actual
space requirements will be refined through more in-depth and case-specific
investigations as implementation proceeds.

Space planning guidelines are generally expressed as gross square feet per capita;
however, in many reports the issue of whether the guideline refers to gross or net
square feet is not specifically addressed. Consequently, the concept of net and gross
square feet is frequently a source of confusion. Net square feet includes assignable
space while gross square feet also includes non-assignable space. The distinction is
important because building costs are based on gross square feet. According to a
definition proposed by the Southern Ontario Library Service (SOLS), “assignable space
is available for use by the public and/or staff. Non-assignable space is not available for
use by the public and/or staff, but is essential to the operation of the building and
includes such things as mechanical rooms, elevator shafts, stairwells, corridors and
wall thicknesses”2. While the notion of assignable and non-assignable space is used to
define net and gross square feet, there is not a consistent definition of non-assignable
space.

The SOLS report for example includes areas such as building foyers, washrooms,
loading docks, and custodian workshops (among other spaces, despite the fact that
some of these areas are clearly used by staff and/or the public). In many functional
space programs some of the areas noted by SOLS will be listed in the net square feet.
The translation of net to gross square feet is generally done at the conceptual design
stage by adopting a multiplier such as 1.25 based on the assumption that an additional

2 Making the Case for Your Library Building Project”. Library Development Guide #5. March 2010.
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25% of the net building area will be required to accommodate the gross area. Because
different definitions of non-assignable space are adopted, these multipliers vary
considerably (e.g. in the range of 1.15-1.45). The actual multiplier (or grossing up
factor) can only be determined during detailed design. For the purposes of this
discussion, we have assumed that the size of the existing libraries has been expressed
as gross square feet where approximately 25% is non-assignable.

As noted, while appropriate for this study, determining library space requirements using
a population-based formula is only a first step. It will be necessary to refine the study
recommendations as building projects are implemented based on the following
considerations:

e Detailed design of the library that will reflect the characteristics of the site,
partnership opportunities, branch specific service requirements, design
preferences and available budget. These matters will be explored in detail in
future feasibility studies for the libraries recommended in this study.

e While seldom discussed by those using space-planning guidelines, they are
generally meant to apply to stand-alone buildings. Consequently, the overall
space allocations identified in this report may be reduced if libraries are built with
another service provider and space is shared. This will be a consideration in
Springwater Township because major recreation, education and other public
service facilities will be developed to serve the population growth. This study
strongly supports co-location and shared service partnerships.

e The guidelines assume fully functional space of the type that would be provided
in a new, well designed, contemporary building built as a library. This is an
important qualification for two reasons. First, total library space requirements
and the preferred facility model are based on the assumption the STPL is
building contemporary facilities. Second, the existing Elmvale Branch does not
meet these requirements and, as discussed further below, this impacts the levels
of service at this branch.

e Generally more space will be required in multi-storey libraries because there will
be more unassigned space (stairwells, elevator shafts, service areas, etc.).

-
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Facility Space Planning Guidelines

For a number of years, the library space planning guideline of 0.6 gross square feet
(GSF) per capita has been widely applied in a number of jurisdictions to estimate library
space needs?. This is a general guideline and applies to the library system as a whole.
Community specific considerations will affect facility requirements and in a multi-branch
system provision levels may vary for different types of libraries while still achieving an
overall average in the 0.6 GSF/capita range.

It must be emphasized that while 0.6GSF/capita has frequently been used as a
guideline, there is no required or recommended standard for library space and actual
levels of provision will vary considerably among Ontario libraries.

The appropriateness of the 0.6 GSF/capita guideline is affected by the increasing
reliance on electronic information and the changing role of the library in the community.
Discussions concerning space planning standards have largely focused on two
conflicting influences — less space committed to print materials offset by expanded
areas for accessing electronic data, working and reading in the library, and community
programming and social interaction. In most libraries areas committed to the print
collection are being reduced as more emphasis is placed on electronic data, particularly
for reference purposes. However, this is more than balanced by additional space
requirements for computer workstations and the need for social gathering space,
program areas for adults, teens and children, computer training labs, and amenities
such as light beverage and food service areas, comfortable chairs, etc. These trends
all suggest larger libraries. As a result the traditional provision standard of 0.6
GSF/capita is increasingly seen as the minimum requirement and some library systems
will plan future needs based on provision standards of 0.65 or 0.7 GSF/capita.

There is little direction in the professional literature on what we might expect in the next
10-15 years. A recent publication from the SOLS* specifically addresses the issue of
space requirements and would seem to suggest that much higher levels of provision
are required in the future. The document provides detailed advice for library staff
considering new building projects and direction on estimating future space
requirements using both a standards approach and a components approach. The
limitations of estimating space requirements using standards are acknowledged.
Standards are however identified for various types of libraries serving various

3 dmA has compiled library planning guidelines from jurisdictions throughout North America, and to a lesser extent, from the
United Kingdom, Australia and New Zealand. While variations are apparent, there is also considerable consistency in the
guidelines that have been adopted in these jurisdictions.

4 “Making the Case for Your Library Building Project”. Library Development Guide #5. March 2010.

115
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population thresholds. Higher levels of provision are generally proposed for branches
serving smaller populations, presumably because of the inefficiencies inherent in
smaller buildings. Three levels of service are identified (basic, enhanced, and
comprehensive) with progressively higher standards of provision. For libraries serving
populations in the 35-75,000 range (which will be Springwater Township’s case in 2031)
at the most basic level of service a standard of provision in the order of 0.8 GSF/capita
is identified increasing to 1.30 GSF/capita at the comprehensive level of service. These
would be very generous standards of provision and few libraries in Canada would
provide library space at this level. The authors of the SOLS document offer virtually no
discussion in support of the identified standards of provision but notwithstanding the
fact that few libraries would achieve these levels, they do point to a future direction
consistent with trends.

Increasingly we expect that an argument will be made for larger libraries. This argument
will not be based on the manner in which information is stored and retrieved in the
library; instead it will be rooted in an entirely different concept of the role and function
of the public library. The future library is not simply a physical place to store and retrieve
information (regardless of the format); it is a place for the creative manipulation of
information and the creation of knowledge. This concept of the library, which is reflected
in the facility development principles and trends discussed in the background report,
envisions a different role and function for the library and consequently different
requirements for space. This is a library where information literacy is taught; music and
video is created; residents come together to discuss and debate important issues; and
where community is created and fostered. To be this type of library, physical space not
traditionally associated with public libraries is required, including computer and multi-
media labs; extensive display space; areas for the community to informally assemble
and interact; presentation space, training facilities; etc. If this is the role and function of
the library of the future, levels of provision above the minimum of 0.6GSF/capita would
be warranted.

Figure One provides a perspective on the possible implications of different space
provision guidelines for STPL.

-
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Figure One: Possible Facility Space Requirements — Various Scenarios

Standard of Provision 0O.6GSF/capita | 0.7GSF/capita | 0.8GSF/capita

Requirements Based on Current
Population (GSF) 11,100 12,950 14,800

Current Deficit (GSF) 220 2,070 3,920

Requirements Based on Projected
Population — 2031 (excluding Midhurst

22,680 25,945

Secondary Plan) (GSF) 19,440

Deficit (GSF) — Assuming no change in 8.560 11,800 15,065
supply of library space

Requirement Based on 2031 Population

including Midhurst Secondary Plan 26,825 31,295 35,770
(GSF)

Deficit (GSF) — Assuming no change in 15.945 20415 24.890

supply of library space

These requirements are based on a current supply of library space at 10,880 gross
square feet.®

The current population (2013) is estimated to be 18,500.¢ This only includes
Springwater Township despite agreements that accommodate users from surrounding
municipalities. While this may marginally under-estimate the service area population,
we expect some Township residents using public libraries in adjoining municipalities
balance this.

We have shown two scenarios for future population growth to 2031 to illustrate the
potential impact of the Midhurst Secondary Plan developments. The projection
excluding the Midhurst Secondary Plan is from the Development Charges study’, which
shows a 2031 population of 32,430. The population associated with the Midhurst
Secondary Plan is estimated at 12,280 by 2031 for a total population of 44,7108.

5 This assumes Elmvale, Midhurst and Minesing provide 7,000, 3,600 and 280 GSF respectively. While these figures are
accurate, in the case of EImvale roughly 50% of the space is committed to the meeting room, storage and washrooms in the
lower level of the building. This is a larger proportion of non-public space than would be customary in most libraries and
therefore overstates the size of the library relative to the guideline. On the over-hand, the community centre space is not
included in space allocated to the Minesing branch despite its extensive use for library programming.

6 Township of Springwater. Development Charges Background Study. Hemson Consulting Ltd. Dec. 2013.

7 Township of Springwater. Development Charges Background Study. Hemson Consulting Ltd. Dec. 2013.

8 See Planning Context Background Report for discussion of population projection assumptions.

-
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Based on the frequently used guideline of 0.6GSF/capita the existing libraries would be
adequate in size today. Based on the more generous guidelines of 0.7 or
0.8GSF/capita, current shortfalls are in the order of 2,000-4,000GSF.

Requirements in 2031 without the population associated with the Midhurst Secondary
Plan range from a low of 19,440GSF to 25,945GSF, representing roughly 2 to 2.5 times
more library space. When the Midhurst Secondary Plan population is included the
requirements range from 26,825GSF to 35,770, or roughly 3 to 3.5 times the current
supply. Based on the 0.7GSF/capita guideline, Springwater Township will require an
additional 20,415GSF of library space in 2031.

Recommended Future Library Space Requirements

STPL'’s current libraries, understandably, represent more traditional spaces with few of
the functional areas characteristic of contemporary libraries. In our discussions with the
Board, they have clearly indicated their intention to provide high quality, contemporary
libraries to meet the needs of current and future residents. The input we received from
key informants and focus groups also suggests that Springwater Township’s future
facilities should be designed in a manner consistent with levels of provision above the
traditional 0.6GSF/capita.

We recommend that STPL adopt 0.7GSF/capita as a minimum guideline for the
purposes of planning future library space requirements.

This assumes the STPL adopts a role and service delivery model consistent with the
requirement for additional physical space to accommodate expanded programming;
creative spaces; training; a true community hub and other functions consistent with
contemporary, progressive libraries. These roles accommodate space dependent
programming and services that could not be fully realized with 0.6GSF/capita.

While we believe that a provision guideline of 0.7GSF/capita should be used for future
planning, it should be reviewed at least every five years and adjusted as warranted. It
is not possible to reasonably predict the impact of technology on the requirements for
physical library space. The increasingly popularity of virtual branches and the use of
personal devices instead of in-library computers are two trends that suggest less need
for physical space. To date, these trends have been more than offset by expanded
programs and services that have contributed to more visitors, staying for longer periods
of time in libraries. The impact of these conflicting trends is not yet clear and

-
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consequently guidelines may increase or decrease in the future. In addition, pending
legislation, such as the Accessibility for Ontarians with Disabilities Act (AODA), can
have a major impact on space requirements. The guideline of 0.6GSF/capita has been
used at least since the 1970s and consequently did not accommodate full accessibility.
Our recommendation to adopt a higher standard is based on the changing role of the
public library, not enhanced requirements for full accessibility. Consequently,
depending on how AODA is interpreted with respect to library design (height of shelves,
width of aisles, wheelchair accommodation in meeting or training rooms etc.) - the
implication for library space could be very significant and almost certainly not
accommodated within the recommended 0.7GSF/capita.

While it will be necessary to regularly revisit the 0.7GSF/capita guideline, we would
argue that it should be treated as a minimum guideline for the purposes of projecting
future library space requirements. Despite conflicting pressures, on balance the trend
today is towards larger libraries accommodating a much wider range of community
uses. This trend, in combination with the AODA requirements that will have a major
impact on libraries, suggest that even larger libraries may be required in the future.

We recommend that:

1. STPL adopt the guideline of 0.7GSF/capita for the purposes of determining
future library space requirements.

2. The space planning guideline of 0.7GSF/capita be monitored on an ongoing
basis, formally reviewed and, if warranted, adjusted at least every five years.

-
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5.0 Library Facility Model

Overview: Generic Facility Models

In addition to evaluating the overall supply of library space, libraries must determine a
preferred facility model. The model describes how the total amount of library space will
be distributed among different types of library facilities. STPL does not currently have
an approved facility model or a library classification system and there is no standard or
guideline that has been adopted by the library profession. Different library systems
adopt very different facility models. In the discussion that follows we have highlighted
relevant considerations affecting facility models and are the basis for our
recommendations.

The facility model as discussed here only includes physical facilities. These facilities
will be complemented by virtual library space and/or other approaches that do not
require full facilities or staffing to provide services (e.g. kiosks that may provide a limited
print collection in a “vending machine” arrangement as well as other electronic
services). This is an important consideration for the facility model because it is
increasingly possible to provide a physical service point without committing to a fully
staffed and equipped library branch. As kiosks become more sophisticated they will
offer many of the services provided by small branches and satellite or storefront
operations at a fraction of the cost. While still in the early stages of development, these
options will provide increasingly viable alternatives to the small branch.

Figure Two (on page 20) shows a generic facility hierarchy, based on guidelines
compiled from various Provincial and State libraries across North America. Five types
of libraries are described in this generic model — a Central, District, Community,
Neighbourhood and Satellite Branch Library. In all cases, the physical facilities would
be complemented by on-line access and in some cases other non-facility approaches
to service delivery. All types of libraries shown in the hierarchy are not represented in
every municipality’s library system. Furthermore, municipalities across Canada with
similar populations, demographic profiles and settlement patterns have adopted very
different facility models. Some have adopted a highly centralized approach with one
large Central or a couple of District libraries dominating service provision, while others
provide library services on a more decentralized basis with a number of community
and/or neighbourhood-level facilities.
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In Springwater Township, the Central Library and quite likely the District Library in the
generic hierarchy would not be applicable given the overall population and its
distribution. However, the other library types could be represented in a future facility
model.

The service characteristics noted in Figure Two (library size, collection, circulation,
hours of operation and reading, working and program space) are mutually dependent.
Consequently, these characteristics, when taken together, describe both the space
requirements and selected service characteristics for a particular level of the hierarchy.
It must be emphasized however that these service characteristics vary widely among
libraries of similar size and serving similar populations. They are therefore general
guidelines and variations should be expected on a case-by-case basis.

-
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Figure Two: Generic Service Delivery Model

Springwater Township Public Library

Facility Needs Assessment: Final Report

Workstations®

GSF

Key Central District Community [Neighbourhood| Satellite
Characteristics | Library Library Library Library Branch
Population L 40,000- 20,000- 1,000-
Served City wide 70,000 35,000 5-10000 1 4’509
Size GSF (gross| oased OM | 30000- | 14000- | MTmumor | Less
sq. ft.) population 45 000 24 000 5,000 than
T served ’ ' up to 10,000 2,000
Operating Hours
(per week| 70 plus 65 50-55 35 15-20
minimum)
300,000 or
more
Collection. depending on | 54 55 75,000 25.35000 | 7,500
(minimum items) | population
served and
GSF
. . Based on
Circulation : 400- 200- 8-
(annual) population 560,000 240,000 40-75,000 |14 500
served
- 3-4,000
Minimum  4- plus some | 1,500 —no
5,000, plus allowance or limited
Program/Meeting| specialized for specialized 300-500 None
Space (sq. ft.) program/ o )
, specialized service
presentation )
service areas
spaces
areas
Auditorium/
assembly
space;
Local history/ | Computer
) T Local
Possible genealogy; training community
Specialized Co.m_puter faC|I|t|e§, information/ None None
: training community
Service Areas . . employment
facilities; info, services
Community employment
information
services;
media lab
Minimum 50-
Internet 75 based on 35-60 25-30 5.10
Workstations GSF Wireless Wireless 1-2
Wireless
Reading Areas/| Minimum 250-
9 300 based on 100-200 75-130 20-35 3-5

9 Based on public reading are and workstations; does not include seating in program rooms.
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The existing STPL facilities are compared to the generic facility model in Figure Three.

Figure Three: Selected Characteristics — Existing Springwater Township Libraries

Key Characteristics Elmvale Midhurst Minesing

Size (gross sq. ft.) 7,000 3,600 280

Estimated  Catchment  Area 5-6,000 4-5,000 1,500-2,000

Population

Operating Hours (per week min) 37 37 18

Co_IIectlo_n '(volumes, reference, 20323 19,958 6.645

print periodicals)

Clrculatlon_ (annual; excluding e 54 328 46,380 14.323

books/audio)

Personal Visits Annually 23,650 21,950 11,450

None in library —

Program/Meeting Space (sq. ft.) 1,100 300 use community
centre

Number of Program Attendees 2.490 1,026 1,138

(annually)

Other Specialized Service Areas

with dedicated space

(e.g. Auditorium/ assembly space; N None None

: . o ) one

Local history; computer training lab;

community information services,

etc.)

Internet Workstations 6 4 2

Internet Usage (annually) 8,148 2,565 637

Seating/Number of User Spaces 16 17 0

Wireless Service (yes/no) yes yes yes

Barrier Free Access yes yes yes

Based on size, Elmvale is a neighbourhood branch; Midhurst is a small neighbourhood
branch and Minesing is a satellite branch. Elmvale generally performs like a
neighbourhood branch, but both Midhurst and Minesing accommodate more use than
would be indicated by their size. In the case of Minesing this can be attributed in part
to the use of the adjoining community centre for a wide range of programs and events
that are reflected in the personal visits.
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Considerations Affecting the Facility Model for STPL

When determining a preferred Facility Model, planners generally attempt to strike an
appropriate balance among three key considerations — access for users, levels of
service and cost. Different library systems will strike this balance in different ways to
best reflect their communities. These considerations are discussed below.

Access

Most library planning guidelines indicate that the maximum driving time to the closest
library should be 15 minutes in urban areas and as much as 30 minutes in rural areas.
General estimates of distance and driving time between libraries in Springwater
Township are’:

e Elmvale to Midhurst via Hwy 27 20 km/15 minutes
e Elmvale to Minesing via Queen St/Crossland Rd 22Km/17 minutes
e Midhurst to Minesing via Hwy 26 12Km/10 minutes

These estimates likely represent minimum drive times in good weather. Nonetheless,
they suggest that most Springwater Township residents are within a 10-15 minute drive
of a library. We also expect that Township residents, like those in most rural areas,
regularly travel by car for shopping, recreation and other services. Residents in
Minesing whose children play hockey probably find themselves in EImvale on a regular
basis. Distance was never mentioned as a barrier by those consulted with for this study
and overall these considerations suggest current libraries are very accessible.

In some municipalities, due to access barriers associated with distance; physical or
social boundaries within communities; socio-economic or cultural characteristics of the
users; or other unique circumstances very localized branches are provided in close
proximity to specific user groups. There is no indication, today or in the future, that
unique social or cultural barriers in Springwater Township would create circumstances
necessitating a branch to serve what would otherwise be an isolated population of
users. The libraries serve a large rural area, but within the municipal boundaries there
do not appear to be physical or social barriers that restrict access.

Finally, many Library Boards are serving somewhat isolated or less mobile populations
with service options other than library facilities and branches. These options, which do
not involve building new facilities, are often preferred options for serving smaller

10 Based on approximate location of existing libraries and Mapquest calculations of distance and travel time.
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populations with special needs that may not have adequate access to permanent
branches or simply to enhance access and convenience for all users.

Cost

Costs generally increase with the more branches in the library system?. Higher capital
costs can be anticipated because of the inefficiencies associated with land assembly
and duplication of non-public space in multi-branch systems. However, a more
significant concern is much higher operating costs. Because even a small library
serving a limited population must be open a minimum number of hours to provide an
acceptable level of service, multi-branch systems will generally provide more total
operating hours with a less convenient schedule of open hours. More staff is required
to accommodate longer total hours of operation and this is a major contributor to higher
operating costs in multi-branch systems. In addition, each building must be staffed at a
minimum level even if levels of use do not justify this. Additional costs are also incurred
due to duplicate collections, technologies and equipment, higher costs for insurance,
service contracts and other office functions, transportation of materials among
branches etc. Finally, there are practical operational considerations adversely affecting
cost in multi-branch systems, such as the challenges of covering for individuals due to
sickness, vacations or other absences. Consequently, due to economies of scale, fewer
service points are preferred from a cost perspective.

Level of Service

Finally, if access is not an issue, in addition to being more cost effective larger branches
can generally provide higher levels of service. A larger library can include more of the
types of amenities that people are looking for in contemporary libraries, including more
workspace, comfortable seating areas, more Internet workstations, dedicated program
space, and in some cases, specialized services. The relationship between the size of
the branch and level of services is illustrated in Figure Two discussed earlier.

11 The STPL does not maintain budget information by branch. Consequently the net cost at the various branches in the
current library system was not available for analysis.
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A Preferred Facility Model for Springwater Township

Minimum Branch Size

The facility hierarchy described in Figure 2 includes satellite, neighbourhood,
community, district and central libraries. The central library, as depicted in this hierarchy,
would not be applicable to Springwater Township and given the size and population
served; a district library would only apply if a single library served the Township.

Library trends and best practices increasingly point to a need for larger libraries. Most
library planners would argue that 5,000GSF is the minimum size for a branch to
accommodate required functional areas (reading and working space, etc.) and even at
5,000GSF many desirable features cannot be accommodated. In addition larger
branches are preferred because they are less expensive to operate. Consequently,
except in situations where unique circumstances demand a local service point, small
libraries would not be provided. For the purposes of planning future library branches,
we would recommend that satellite facilities (as described in Figure 2) not be
considered.

With growth in Springwater Township it is likely that population will precede facility
development. In this situation it is not unusual to have residents ask for a small branch,
sometimes as a temporary response until a larger facility is available. In addition, in
Springwater Township we might expect residents in a hamlet not currently served by a
library to come forward with a request for a facility, particularly if space becomes
available in an existing building. We would strongly recommend that the Board not
provide physical facilities in these cases.

A small branch cannot be justified based on these criteria noted above. Small branches
are not cost effective. Furthermore, there is no indication that they are required to
provide reasonable access. Residents are currently travelling throughout the Township,
and to neighbouring municipalities, to access employment, education and retail and
commercial services. Existing (and future) branches are well within acceptable
commuting distances. Satellite branches are too small to provide the services that
residents require. The space cannot accommodate reading and working areas, the
collection is limited and the hours of operation are not consistent with the lifestyle of
residents, particularly those who commute to work outside the Township. The
enhanced access to recreational reading and popular materials afforded by these small
branches can be provided with much more cost effective options than a fully staffed
branch.

-
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There is also a practical concern. While small satellite branches are sometimes seen
as temporary once provided, they are seldom eliminated. Library Boards have a very
difficult time closing an established branch, even if the closure is warranted based on
levels of use and reasonable standards of service. Many library systems in Ontario
continue to operate branches that provide limited service at high cost because there is
not the political will to close them. There is no reason for the STPL to put itself in this
position in the future.

While we strongly recommend against providing small, satellite branches a case might
be made for a kiosk*?. These provide an unstaffed service point as an alternative to the
traditional branch. However, these kiosks serve a unique niche in the market for library
services and it is not at all clear that the demand would warrant the service. A detailed,
local needs assessment is required before an investment is made in these unstaffed
service points.

Optimum Building Sizes

In all cases, the library classifications in the generic facility hierarchy show ranges in
size. While we have assigned a size to the future branches in the recommended facility
model, these should be understood as general guidelines. The actual size may vary
within the range indicated by the library classification and will be influenced by
considerations such as the site or possible partners that are specific to the
development.

While the actual size of future libraries may vary from those indicated in our facility
model, cost is an important consideration. Libraries built on a single floor are
considerably less expensive to build and operate. The maximum size for a single floor
library is likely somewhere in the order of 20,000 -24,000GSF. Community Libraries
can fall within this range but District Libraries will generally be at least 2 stories. While
this is not a consideration at this level of analysis, whether the library can be
accommodated on a single floor will be a factor when feasibility studies and detailed
design are undertaken.

A Northern Service Point

It would be possible to provide a single library to serve the entire Township. This would
require a small District Library (roughly 30,000GSF) based on a projected population
and a provision guideline of 0.7GSF/capita. We would not support building the library
in the geographic centre of the Township, so it would be in the south — the area of most
population. Based on the travel times reviewed earlier, a southern library could be
considered within reasonable commuting distance of most Township residents.

12 See Phase One background report for additional description.
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However, Springwater Township has a long tradition of providing services in the north
and the south and almost without exception those participating in the consultation
program suggested that given the history, sense of community and political realities in
Springwater Township, libraries must be located in both the north and south. Based on
these considerations and the existence of an established service point in Elmvale, we
recommend that libraries be located in both the north and south sections of the
Township.

We recommend that:

3. STPL adopt a facility classification system designating sizes and customary
services and amenities for Neighbourhood, Community, and District libraries.

4. Future library branches are a minimum of 5,000GSF and preferably 8-
10,000GSF. Smaller satellite branches, even if proposed as temporary
locations, should not be provided.

5. Given the geography and history of the Township, library branches are required
to serve both the northern and southern sectors of the Township.

-
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The Number and Types of Branches

Before recommending a preferred facility model for Springwater Township, it would be
useful to describe future library space requirements based on population projections
for broad settlement areas. We have allocated population to three broad settlement
areas: (1) Elmvale (2) Midhurst and area, including the secondary planning area, and
(3) Rural Springwater'®. We have used the recommended provision guideline of
0.7GSF/capita to indicate space requirements in Figure Four.

Figure Four: Library Space Requirements by General Settlement Areas

Settlement Area |2031 Existing GSF Required | Surplus/(Deficit)
Population |Library in 2031 In 2031
Space GSF

Elmvale 4,745 7,000 3,320 3,680
Midhurst and 38,695 3.880 27.085 (23,205)
Southern Area
Rural Area 1000 0 700 (700)

TOTAL 44,710 10,880 31,105 (20,225)

This scenario allocates library space based on 2031 population for the three broadly
defined settlement areas. We have placed the existing Minesing Library in the southern
settlement area. With the exception of the space allocated to the rural population, which
will be served at libraries in other settlements, all of the future library space is required
in the Midhurst/southern area. Even with our assumption of rather substantial
population growth in Elmvale, there is a surplus of library space. As noted eatrlier, this
surplus is somewhat overstated because almost half of the 7,000GSF at this location
is committed to storage and program areas in the lower level. Nonetheless, even
acknowledging that some part of the rural population will be served in ElImvale, based
on this population projection the existing branch provides adequate space through
2031.

Based on the information noted above, the existing Elmvale branch should be retained
to serve the northern section of the Township.

13 See Phase One Planning Context Report for additional discussion of population projections and settlement areas.
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The Elmvale library building is sound and can continue to serve users for the life of this
study. There is no potential for expansion at the current location, without acquiring the
property to the west, but as noted above, there is no need for a larger branch. The
Elmvale Branch should continue as a northern service point during the period of the
plan without significant alteration. We anticipate that the branch can serve this purpose,
even at the projected 2031 population for ElImvale and the surrounding area. However,
this will need to be carefully monitored. The building is poorly designed to
accommodate a variety of uses and the two-storey design is a major limitation. There
IS more unassigned space and less functional space than would be customary in a
neighbourhood library of this size. As a result, the simple application of per capita space
planning guidelines will not satisfactorily address the long-term future of this branch.
The library’s use should be monitored and the Board may have to consider replacing
the branch at another location in the future if it is determined the building cannot offer
satisfactory service to residents.

As illustrated in Figure 4, the projected population will support about 27,000GSF of
library space in the Midhurst/southern area (23,205GSF to serve future population in
addition to the existing Midhurst branch that provides 3,880GSF). There is however a
surplus in the northern part of the Township based on the current Elmvale branch and
the Township wide requirement is about 20,000GSF, or roughly 24,000GSF including
the replacement of the existing Midhurst branch. As noted the surplus associated with
Elmvale is likely overstated consequently we have adopted 26,000GSF as a
reasonable target for a new Community Library to serve the southern sector of the
Township. At 26,000GSF the library actually falls between our generic descriptions of
Community and District libraries and is probably of a size where two floors would be
required. This issue should be investigated further during detailed design.

The projected population clearly indicates the need for a major community library to
serve the southern sector of the Township. The scope of our study does not include
recommendations concerning the location of future facilities; however, a site that is
accessible to the current and projected future population in the Midhurst area would be
selected.

The current Midhurst branch cannot be expanded to accommodate a Community
Library. In addition, the current library is too small to provide the full range of services
required of a neighbourhood branch. It should be closed and users accommodated in
a new larger library. This is the most cost effective option and provides the highest level
of service. Furthermore, there is no reason to believe a new location would not be
accessible to residents in the current and future settlement areas in the southern portion
of Springwater Township.
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The existing Minesing Branch is a unique case. At less than 300GSF it is more
consistent with a Deposit Station than a library branch. It's location as part of the larger
community centre allows it to offer a much wider range of services than would otherwise
be possible. Minesing is a small hamlet with a strong sense of identity and attachment
to local services, including the elementary school, community centre, recreation
facilities and library. This is reflected in higher levels of use than might otherwise be
anticipated. We understand staff at this branch has developed a very strong connection
to the local community that is highly valued and appreciated by residents.

As noted above, this branch appears to play a special role in the life of the local
community. However, there is no question that it cannot offer the full range of services
required from a library today. Functional areas for reading and study, appropriately
equipped training and program space, and access to technology won’t be
accommodated in this space. The limited hours of operation will be an increasing
constraint for residents with busy lifestyles and better options to access services at
times they find convenient. In addition, some of the programs and services currently
offered and contributing to relatively high levels of use and support for this branch (such
as movie nights) do not rely on the library and could be offered in the community centre
by library staff — or others — without retaining the branch.

While being able to walk or cycle to your local library is obviously desirable, especially
for school children, no library system can provide this service for all users and there is
no indication that Minesing residents would not have adequate access to a public library
if the branch was eliminated.

We do not know the cost of the Minesing Branch, but it will not be a major consideration
relative to the overall Library budget. We expect a legitimate argument could be made
that this branch is not costing the Board a great deal to operate, especially relative to
use and the strong relationship with the local community. Consequently some would
argue cost should not be a consideration in determining its future. While this is a
reasonable argument, the Board’s concern is presumably to ensure that available
resources are invested to the best advantage of all Springwater Township library users.
Resources are clearly an issue for the Board, so much so that in Springwater Township
no library is open on Sunday or Monday. This is not an acceptable level of service. This
raises the question of whether Minesing’s 18 hours of staff time are better invested in
keeping the Minesing Branch open or expanding hours at other community libraries.
While this is an operational issue, beyond the scope of this study, it would appear to be
the most important question affecting the immediate future of the Minesing branch.

There is no need or compelling reason to close the Minesing branch at this time.
However, the Board should clarify its current and future role in the STPL system by
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clearing indicating the branch is not consistent with the STPL'’s facility model. It has
been retained to date because it is an established service point that pre-dates
amalgamation. However, the Board’s approved facility model designates
neighbourhood branches with a minimum size of 5,000GSF as the smallest acceptable
libraries. Consequently, while retaining Minesing, the Board will not support small
libraries in other hamlets in Springwater Township and the future of viability of Minesing
will be reviewed on an ongoing basis.

We recommend that:

6. The existing Elmvale branch be retained to serve the northern section of the
Township.

7. A Community Library of approximately 26,000GSF be developed to serve the
southern section of the Township and be located in the Midhurst area.

8. The existing Midhurst branch be closed when the new Community Library is
available for public use

9. The status of the Minesing Branch be reviewed on an ongoing basis.
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6.0 Staffing and Projected Operating Costs

Introduction:

This chapter of the report addresses the preliminary projections of staffing and
operating costs associated with the recommended facilities. The objective of this study
task was to provide a preliminary operating cost projection for the recommended
changes and expansion of the Library system. The first section focuses on staffing
requirements; the second section discusses the costs associated with Library
resources and general operations. Although our proposal stated that we would not
consider costs associated with Library materials, we have included these to provide
STPL with a more complete operating estimate.

We have based the projected operating costs on a number of assumptions. Our first
assumption was that the operating cost projections need to consider the three basic
elements of a public library’s operating “envelope”: staff, resources and spaces (spaces
includes supplies, technologies, maintenance, etc.). Generally these elements
constitute the following percentages of a public library’s operating budget:

Staffing — approximately 65 - 75 %
Resources — approximately 12 — 15 %
Spaces — approximately 12 — 15%

We assumed that the “spaces” will increasingly be both digital and physical, and that
staff will require the competencies and resources to work effectively in both of these
environments.

We also assumed that STPL should expect staffing complement and competencies to
increase considerably. Staff in contemporary, civic-building libraries is highly engaged
with library users, technologies, local and international resources, and with the
community. In fact, library staff is often out of the library working with small business,
social services and community groups. Today’s libraries focus as much on bringing the
library to people as they do on bringing people to the library.
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Staffs also work much more with the resources not readily available on Google, such
as the local content unique to the community. Google indexes approximately 0.4% of
the information available on the web'4; librarians know how to bring the ‘deep web’ or
‘dark web’ to users that Google does not. STPL currently has 1 professional librarian
FTE; as the system grows STPL will require more librarians with these competencies.

What’'s more, the facilities model recommended is based on the assumption that STPL
will have a digital or virtual branch. This is not a website; it is a virtual space in which
everything that occurs in a physical branch also occurs — in as much as possible -
virtually. Library staff interacts with residents and businesses, integrating appropriate
resources, providing training, and even conducting programs. New York Public Library
already conducts virtual book clubs that brings housebound residents together
once/week. These ‘bookclubers’ call it their lifeline.

A virtual branch will complement Springwater’s physical branches, reaching out to
people throughout the broad Township geography. It will also demand Library staff with
the technological and virtual skills to manage the virtual branch and provide services.

Librarians and library staff curate content, in myriad formats, into the dynamic
collections customized for the community and for each information problem they solve
for — and with — patrons.

What does this mean for STPL? Increasingly library staff must have the skills and
capabilities to:

e Build and manage these community relationships and collaboratives

e Curate content, particularly community-created content (in all formats, including
objects) into formal and spontaneous collections for users

o Work with a variety of technologies and devices, and support patrons in their use
of these information-intensive devices

e Train and coach residents in developing the digital and information literacies and
“‘where-with-all” that people require in today’s digital society

14 http://www.factshunt.com/2014/01/total-number-of-websites-size-of.html, Dec 2013
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Next, we assumed that the projected costs should be based on standards and
guidelines as well as on the realities of similar or comparable library systems. We
consulted the standards and guidelines provided by six respected organizations that
study public library common practices and costs:

o ARUPLO (Administrators of Rural and Urban Public Libraries of Ontario)
Standards (2012)

Ontario Public Library Guidelines (2013)

Ministry of Culture’s Ontario Public Library Statistics (2011)

Southern Ontario Library Service

International Federation of Library Associations and Institutions
American Library Association Guidelines (2013)

Standards & Best Practices for Alberta Public Libraries (2010)

O O O 0O O O

We then investigated the operating expenditures and staffing complement of library
systems in similar communities'®>. While there are always challenges in any study to
compare municipalities or public systems, it can also be useful and provide general
“rules of thumb”.

Our next assumption, which is based on the experience of many library systems, is that
library usage increases whenever a branch is renovated or a new branch opens; some
libraries have found their usage increase anywhere from 20 — 30%; this needs to be
factored in to STPL’s resourcing and staffing when the new branch opens.

Finally we assumed, again based on experience and on our consultation with many
public library CEQO’s, that a public library’s future operating budget is usually based on
its past and current budgets. “History” largely influences how a local government values
and therefore funds their library system.

It is this last assumption that we need to address first. Our work program proposed that
operating cost projections be extrapolated from STPL’s current budgets. STPL’s
current operating expenditures are approximately $573,000. When reviewed against
the guidelines?'® referred to above and compared to library budgets of comparable
communities, STPL’s current operating budget is low. For a community the size of
Springwater, particularly when the Township’s income characteristics are factored in,

5 The 8 ‘similar or comparable’ communities chosen do not have a primary urban centre but rather have a few small towns
mixed with rural areas, have a library system with 2 or 3 branches, and are within a close driving distance of a large urban
area. When we were considering STPL’s current situation we investigated communities with populations of 15,000 — 20,000;
similarly, when we considered the projections we investigated communities with 40,000 — 50,000 people.

16 Sources listed in the assumptions
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this budget is low. Some public libraries in comparable communities are allocated
approximately 6% of the municipal budget while others are allocated an average of $29
- $56 per capita, with an average of about $41 per capita. STPL is currently allocated
about $29 per capita. Using the staffing guidelines and the resource purchasing
patterns of comparable communities,’ or the $41 per capita comparison STPL’s
current operating budget should be between $761,00' — $986,000° based on the
current population.

As we said in the assumptions, it is very difficult to compare library systems’ operating
expenditures. There are many variables influencing how funds are allocated, and
whether the library system or the municipality is responsible for specific costs,
particularly technologies, maintenance, utilities, etc. Nonetheless, there is some basis
for comparison.

The table below provides some context for how STPL’s current overall operating,
staffing and resource expenditures compare to the guidelines and to libraries in similar
communities.

Figure Five: STPL's Current Budget & Staffing Compared to Guidelines & Similar
Communities

STPL Based on Guidelines Based on

Current Status Library Comparators
Budget $573,000
(expenditures) (Approx. ~$850,000%° =$761,042

$29/capita)
Staffing FTE 6.4 11
(0.35 FTE/1000 (0.6 FTE/1000 pop’n) 0-11
, 0.4 — 0.6FTE/1000 pop’n
pop’n)
Staffing $ $438,000 ~$748,000 =$621,000 — $748,000
Resources $ $53,500
(Approx. N/a SEEE

(Average $4.70/capita)

$2.88/capita)

17 Staffing guidelines for a population of 18,500 are 11 FTE, @ approximately $748,000/year, including benefits, plus
appropriate resources @ approximately $4.70/capita, plus space costs (technology, maintenance, admin)

18 Based on $41/capita

19 Based on 11FTE @ $68k/year representing 76% of the budget

20 Based on staff representing about 75% of budget
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The fact is that STPL’s operating expenditures are underfunded, specifically in staffing
and resources, which presents implications for the projected operating costs:

1. It is challenging to project future operating costs by extrapolating from current
budgets when the current budget is insufficient.

2. We recognize that it will be very difficult for STPL to achieve the base annual
funding required for a contemporary library in a growing community. To do so
will demand concerted, focused relationship-building in which STPL works with
Township councillors and key community stakeholders to develop a common,
positive understanding of how the Library can be a critical civic resource and
placemaker in Springwater, and the type of contemporary library expected by
the growing population.

Projected Staffing Costs

Given that the greatest percentage of public library’s operating budget is allocated to
staffing, STPL’s current budget has implications for staffing, and, consequently for
projected staffing. As the table above shows, STPL’s current staffing is 6.4 FTE, with
equates to about 0.35 FTE/1000 population. Based on the guidelines?! STPL’s staff
complement should be approximately 0.6 FTE/1000 population. Using this guideline
STPL should have approximately 11 FTE today. We recommend that STPL aim for
0.6FTE/1000 population, realizing a minimum 0.5 FTE/1000 by 2018 and 0.6FTE/1000
by the time the population reaches 24,000. STPL should then monitor and evaluate its
staffing needs as the population grows and technologies are implemented.

It almost goes without saying that as the community grows, so too should STPL'’s staff.
However, as the size, scope and technological capabilities of a library system increases
the actual staffing complement requirements level out. The 0.6 FTE/1000 is essential
in small communities, but those libraries in larger communities with populations of
37,000+ tend to have scaled work processes and more robust digital and technological
capabilities. This results in a staff complement in the range of 0.5/1000. In the table
that follows in which we project the staffing costs we have moderated the staff required
as the population increases past 35,000 by adopting the 0.5 FTE/1000 estimate.

Another factor that needs to be considered is the staff competency requirements. By
2031 the system should have 4 FTE librarians?2. This will impact the average staff
costs.

21 ARUPLO Standards (2012); the Ontario Public Library Guidelines (2013); Southern Ontario Library Service; International
Federation of Library Associations and Institutions; American Library Association Guidelines; Standards & Best Practices for
Alberta Public Libraries (2010)

22 Resources listed above
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As mentioned earlier, the work program assumed that we project the preliminary
operating and staffing costs by extrapolating costs based on current budgets. In the
table below we have provided two ways of viewing the projected costs: one is based
on the guidelines and library system comparators, and the second is based on the
current costs. In both cases we have projected the average staff at $68,000/FTE
(including benefits).?® This figure is in 2014 dollars and is based on STPL’s current
average staff cost. We have also shown how the increase in staffing numbers and costs
can be phased as the population increases.

Figure Six: Projected Staffing FTE and Costs

2013 2031
el ;8’56 24,000 37,000 44,710
Based on Based Based Based on Based
oo Based on A
guideline on o on guidelines on
guidelines
s of current of 0.5/1000 current of current
0.6/1000 | situation : situation | 0.5/1000 | situation
ﬁtTaé‘;Tg 6.4 14.4 8.4 18.5 13 22 15.6
Staffing 2 | =$438 | =$979,20 | =$571,20 - ~$884,00 | _ -
300 0 0 =$1.3M 0 =$1.5M =$1.1M

We do not recommend that STPL continue to staff based on the current model. This
staffing model will not scale for community growth or the types of services required of
a contemporary library. The availability of qualified staff is absolutely essential for STPL
to be a respected, effective civic resource and placemaker.

We recommend that STPL base its staffing complement and projected costs on the
guidelines — the sections highlighted in blue.

It was not within the scope of this study to review and make recommendations regarding
the organization structure, work practices or specific job descriptions. During the staff
session, however, we learned that STPL has no staff solely trained and dedicated to
providing technology-based services. This will become an issue as the Library system
grows and technology for digital resources, and virtual services becomes even more
important to the Library’s success. These issues need to be addressed in an
operational review.

268,000 is based on average staffing costs of public libraries in 2012, including STPL.
24 Staff FTE is based on 0.6 FTE/1000 pop’n
25 Staffing costs include benefits and are estimated at $68,000/FTE

-
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We also learned that the current staff model is quite flat with few job descriptions that
require unique, specialized skills. Staff feels comfortable meeting the current needs of
customers but are concerned that they do not have the skills required to help their
customers with the digital devices and e-books, and that they will fall further behind in
their ability to do this without regular training. Their concerns are quite legitimate.

Typically, staff costs increase in steep steps - as new branches open. Capital budgets
often outline the staffing costs of various building options and ensure that these costs
are approved when the capital budget itself is approved.

We also recommend that once the Board approves the facilities model that STPL
proceed with an operational review. Given the significant shifts the Library system will
experience during the next 5 — 10 years with the changes to facilities, customers, digital
resources and technology, an operational review is critical for STPL to design an
effective organization structure, job descriptions and requisite staff practices. This
review should also confirm the projected staffing costs based on a revised
organizational structure and new staff roles and responsibilities.

We recommend that STPL:

10.Adopt a staffing model of 0.6FTE/1000 population for the purposes of
determining future staffing requirements, monitoring this on an ongoing basis,
formally reviewing and, as necessary, adjusting it as the population reaches
37,000 and the Library’s technological capabilities improve.

11.Address the current staffing deficit as soon as possible, aiming to have 0.5
FTE/1000 by 2018.

12.Adopt a staffing model of 1 Librarian FTE/10,000 population aiming to have 4
Librarian FTE by 2031 or when the population reaches 40,000+.

-
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Projected Operating Costs

This section looks at the overall projected operation costs, including staffing. Our
comments are limited to staffing, facilities/administrative costs, and resources or library
materials. While we were not supposed to look at library materials costs, we have done
SO as we want to provide an estimate of the overall projected costs - and this must
include resources.

There are numerous variables that effect future costs. So, while we understand that
STPL wants to know what operating costs will be associated with the future facilities,
please bear in mind that these are guesstimates based on the assumptions listed at the
beginning of this chapter.

STPL’s current underfunding of resources again has implications. The projected costs
will no doubt surprise community and Township stakeholders. At the risk of repeating
ourselves, this is why it is imperative for STPL, its Board, Council, Township Staff and
particularly community members build a common vision and understanding of the value
a contemporary Library can, and should, bring as a civic resource and placemaker.

There are many aspects of the current budget that will need to increase as new spaces
and services are added over the life of the Facilities Plan. The most obvious are
technologies, furniture, training and facility operating costs. Training and staff
professional development should be factored in at 1% of the staffing budget. These and
other costs should be carefully reviewed as part of a more detailed operational review
and financial plan.

Just as we did for the staffing costs, we have provided two types of projections: one
projection is based on library guidelines as well as a review of the actual situation in
comparable communities, and the second projection is an extrapolation of costs based
on current costs.

-
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Figure Seven: Projected Operating Costs

2013 2031
Population 18,562 44,710
Recommended:
;l:l:zin;n Based on guidelines & Based On_ _
comparable communities CUEL LAl O)
Staffing FTE | 6.4%° 2227 15.6
Staffing ~$438,300%® | =$1,496,000%° ~$1,060,800%°
~$53,500 ~$219,413 . ~$128,764
Resources (Approx. (Approx. $4.70/capita & (Approx. $2.88/capita)
$2.88/capita) | 11% of budget) PProX. $2. P
Admin/ ~$279,253 N
Facilities ~$81,200 (14% of budget) ~$181,410
operating | _¢573000 | ~$1,994,666 ~$1,370,974
Expenditures

We do not recommend that STPL base its projected operating cost on extrapolated
costs but rather on the guidelines and averages of comparable communities.

Finally, we merged the facility model with the corresponding projected staffing and
operating costs to give one view of the 2031 situation (see Figure Eight). This shows
that if STPL adopts the recommendations to adjust its funding and staffing model to
reflect that of a contemporary, compelling community resource and gathering space,
the projected operating costs when Springwater has 44,710 residents will be $2.0M
with 22 FTE.

We recommend that STPL:
13.Adopt a progressive and moderate approach to future operating costs that is
based on a blend of the library guidelines with the practicalities of municipal
funding, what’s working in comparable communities, and that enables the
Library to have the staffing and resources of a contemporary library.

14.Include staffing and operating costs with the capital budget to ensure these costs
are approved when the capital budget itself is approved.

26 Approximately 3.5 FTE/1000 pop’n

27 Staff FTE is based on 0.5 FTE/1000 pop’n

28 Staffing costs include benefits and are estimated at $68,000/FTE

2972% of budget

30 Staffing costs include benefits and are estimated at $68,000/FTE

31 $4.00/capita, a conservative estimate based on other public libraries’ investment in resources

-
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Figure Eight: Facility Model with Projected Staffing & Operating Costs for 2031

Minesing (may have been divested) —
280GSF

. _ Total
Library GSF SIEllie Operating Budget
7000GSF
Elmvale Neighbourhood
Library 22 ETE
Midhurst and 26,000GSF ~$1.5M ~$1,994,666
Southern Area Lo
Community Library

Conclusion:

The decisions regarding the facilities model and associated projected costs begin with
the Board’s vision for STLP. For STPL to be a source of community pride, gathering,
and learning it must have the appropriate spaces — both physical and virtual — expected
by people today. The facility plan will position STPL as a civic focal point — a place in
which people come together to discuss community matters, or learn to be digitally
confident, or read with their children. The projected operating and staffing costs will
ensure STPL, as a system throughout the Township, has the staffing, resources and
operating funds to fulfill its role as an integral part of and meeting place for a growing
and diverse community, promoting the joy of reading and lifelong learning for all.

Dysart & Jones Associates and dmA Planning and Management Services
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/.0 Implementation Strategy

Transitional Activities

Based on the proposed phasing strategy, Springwater Township will not open a new
library for about 5 years (as the first phase or a two stage development — see further
discussion below). This new service point will allow a considerable expansion and
improvement in library services. However, the STPL cannot wait five years to begin the
process of transforming its service model from a relatively traditional, small library
system serving a predominately rural community to a contemporary, more urban
system serving a population of 40,000 plus. The Board must begin this transition
immediately.

Within the next two years, the Board should:

1. Prepare a new Strategic Plan — the Library’s Strategic Plan is focused on current
issues and concerns. While it identifies a number of important initiatives, it does
not successfully articulate the Board’s Vision for the future. The Board’'s
Strategic Plan should describe the type of Library and library services that will
serve a new community of some 40,000 residents; how the Library will take full
advantage of emerging technologies; and the role the Library will play in
enriching the lives of all Springwater residents. More than any other document,
the Strategic Plan articulates the Board’s commitment to the community. As
such, it is an essential communication tool. The Board must determine the
message it wishes to convey to current and future residents, funders®?, and other
community stakeholders and ensure that it is effectively captured in a new
Strategic Plan.

2. Prepare a facility financing strategy. The Municipality is preparing a financial
plan which should include an assessment regarding Library facility capital and
operating costs. The implications for Development Charges should be a part of
this assessment. In conjunction with Town staff the Library should develop a
strategy for capital funding regarding the recommendations for new facilities
(including the requisite timing, capital and operating costs) recommended in this
study.

3. Prepare a transitional service strategy for the period leading to the opening of
the new library within the next 12-18 months and fully implement the strategy
before the new library is open. This strategy might have the following
components:

32 Funders should be defined very broadly and include undertaking an analysis of grants, exploring the feasibility
of a capital campaign, etc..

-
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- Significant expansion of STPL’s “digital branch”. The introduction of
physical facilities will lag behind population growth at least until a new
contemporary library is built. This increases the importance of digital
access.

- Expanded programs and services. The STPL should undertake a full
review of existing programs and services, who they are serving,
consistency with the Library’s role and future directions (as described
in the Strategic Plan), levels of use and required resources. This may
lead to a re-focus and expansion of program offerings. The ability to
offer programs and services in facilities owned by others may allow
the Library to significantly increase its presence in the community in
the period prior to new library construction.

- Expanded outreach to non-users. The program and service review,
noted above, should pay particular emphasis to non-users.

- Increased advocacy and marketing. Community awareness of the
Library and the contribution the Library makes to the community will
be important to build support for major new building projects and for
building a solid base of users when new facilities come on-stream.

- Investigate and pursue possible partners. The Library connections to
other community service providers should be expanded and solidified.
In the transitional period these partners may be involved in new
programs and services leading to more formal arrangements in
shared facilities. The Township recreation and cultural services staff
would appear to be prime candidates in this regard.

- Actively participate in the ongoing planning of the community. The
Library should be “at the table” as the Township plans future land use,
community and recreation facilities and other services. The Library will
be a possible partner and a significant contributor to building new
communities.

- Pursue a stronger relationship with Springwater Township and, as part
of this relationship, explore establishing a Memo of Understanding
that will formalize ways of working together and seizing opportunities
beneficial for Township residents and businesses.

Commencing at least three years prior to the anticipated opening of the new library, the
STPL should:
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1. Complete a full feasibility study for the new library (as discussed in detail in a
subsequent section of this chapter)

2. Prepare an operational review encompassing all aspects of the existing Library
and the new branch to investigate the preferred staff responsibilities and
competencies, organizational structure, reporting relationships, operating
procedures and policies.

To manage an effective transition from current library services to a new facility model
and service delivery model to be in place when the recommended Community Library
IS open:

We recommend that:

15.STPL prepare a new Strategic Plan.

16.The Library in conjunction with Township financial staff prepare a facility
financing strategy. The Municipality is preparing a financial plan which should
include an assessment regarding Library facility capital and operating costs.

17.The Board prepare a transitional service strategy addressing its digital branch,
programs and services, outreach, advocacy and marketing and partnerships.

18.The Library prepare a detailed feasibility study for the new Community Branch.

19.The Library prepare an in-depth operational review to address staffing, reporting
relationships, technology and policies appropriate for a significantly expanded
library system.

-
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Co-Location and Service Delivery Partnerships

The STPL Board expressed very strong support for building libraries in conjunction with
other community facilities; a position that was also taken by those participating in focus
groups and interviews with the consultants. We agree with this position.

There is an important distinction between co-location and shared service delivery. Co-
location simply involves building a complex to house the library and another service
provider where spaces might be shared. In some cases, the co-locating partners will
also cooperate on programs or activities within the complex. Shared service delivery is
a more complex arrangement where the Library and another agency jointly provide
services in a shared space and with shared staff and other resources.

For libraries, the most common co-location partner is the municipal recreation and
culture department. There have been many successful examples of public libraries co-
locating with community recreation facilities (Angus Glen in Markham, Tansley Woods
in Burlington, the McLean Centre in Niagara Falls, Frank McKechnie in Mississauga,
Whitchurch-Stouffville Public Library at the Lebovic Leisure Centre are a few in the
greater Toronto area). Experience in Ontario consistently demonstrates a positive
impact on library use when they are co-located with recreation facilities. Opportunities
for casual, drop-in use are expanded when users of the recreation centre (who in some
cases may not be current users of the library), have immediate access to the library. In
some cases this results in expanded library membership due to increased exposure to
non-library users. Other benefits include a potential for capital cost sharing and
operating efficiencies, space sharing and cross-programming opportunities, and the
increased convenience for users.

Co-location with recreation facilities is the most common arrangement, but libraries
have also been co-located with other uses, including municipal offices, fire halls, and
retail and commercial developments.

While co-location is generally preferred to stand-alone libraries, shared service delivery
is generally preferred to co-location. The possible benefits are much greater when
shared service delivery is possible because another party brings resources (funding;
staff expertise; materials) to the arrangement.

There are many possibilities for shared service delivery both within the Township and
with other non-municipal service providers. Within the Township, the best candidates
would be economic development and cultural services.

-

Dysart & Jones Associates and dmA Planning and Management Services



Springwater Township Public Library
Facility Needs Assessment: Final Report

One of the dominant trends defining library service delivery is the movement from
consumption to creativity. Libraries are becoming the creative centres of their
communities with “maker spaces”; media labs; technology programming and training
focused on experiential learning, creativity and community collaboration. The public
library is the appropriate home for these creative spaces and library staff has the skills,
experience and networks to enhance the community’s creative capital. The STPL will
be well positioned to play this role, in partnership with the Township’s recreation and
cultural services. This partnership should be pursued and clarified. Creative space, and
the technology and equipment that supports it, are expensive and duplication is not an
option. The possibility of expanding and enhancing resources and space to be
programmed by STPL and Township recreation staff should be explored and reflected
in the plans for the recommended Community Library in the Midhurst area.

Public libraries in other jurisdictions have also assumed an important role in economic
development as a partner with the municipality and community agencies (such as the
Chamber). As small business and home-based businesses increase their presence in
a local economy where information, creativity and knowledge are driving forces, the
Library will be a valued resource.

Joint service provision need not be limited to partnerships with municipal departments
and agencies. School-library combinations have largely dominated shared service
delivery options for libraries. Experience in Ontario indicates that with appropriate
planning and facility design and comprehensive, well-structured management
agreements, joint school/public libraries can offer significant benefits. This is the case
primarily because of the pooling of resources. With secondary and post-secondary
facilities, budgets are available for building library space and for materials and staff.
When combined with public library resources, larger libraries with more materials,
technologies, staff, and resources can be developed to effectively serve students and
the community. While public libraries are sometimes developed with elementary
schools, the benefits to the library are generally less significant because the educational
authority has fewer resources to bring to the table.

However, educational authorities are not the only possible partners. New,
contemporary libraries can be positioned as a vital service provider within the
“‘information economy”, ensuring the knowledge, tools and resources required by an
information-literate population are available. There are many partnerships that would
allow collaboration and synergies with other information providers in the Township,

-
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including health service providers, business and technology service providers,
economic development agencies, etc.

Springwater Township is in a favourable position to capitalize on possible partnerships,
including shared service delivery, because new facilities and services will be planned
as the population grows. There is an opportunity for the Library to consider a wide range
of partnership opportunities. While community recreation facilities are potential
partners, so are educational, arts and cultural, retail/commercial, and other information-
intensive services and providers.

While the potential benefits of partnerships, particularly those involving shared services,
are considerable, so are the challenges. Any time two independent agencies share
resources to deliver services, the potential for conflict is real. However, well-structured
agreements can often address these issues. The other challenge, even for co-location,
Is timing. Sufficient users to support development will not always materialize at the
same time. This might be addressed by phasing developments. Funding may be a
greater challenge. When funding is available, public agencies are strongly motivated to
act, even if this jeopardizes possible partnerships. This will be an important issue for
Springwater Township during the implementation of the recommended new Community
Library. If the benefits are significant, it may be advisable to alter the timing or location
of the library if this is the only way to realize the partnership.

We recommend that:

20.If at all possible, all future Library facilities should be developed in partnership
with other agencies and interests and preferably those where joint service
delivery is possible. Stand-alone branches should only be developed as a last
resort.

-
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Phasing and Preliminary Capital Costs

The recommended STPL facility model in 2031 will see a new community branch to
replace the existing Midhurst branch and serve the southern section of the Township.
This is the only new library recommended in the period to 2031.

A library of about 26,000GSF is recommended to serve a population of 44,710 in 2031.
While all 26,000GSF are not required until 2031, obviously development cannot be
delayed until that time. Consequently, we would recommend a two-phase development
as follows:

Phase One: 13,000GSF when the Township population reaches about 24,000
Phase Two: An additional 13,000GSF when the Township population reaches about
37,000

Based on current population projections Phase One and Two would be in place by
about 2021 and 2029, however, the dates are uncertain and the population target
should trigger the developments.

Figure Nine: Recommended Phasing of Facilities To Be in Place

Population/Year | 18, 500 - 2013 24,000 - 2021 37,000 - 2029 2031
Elmvale 7000GSF
Neighbourhood Library
13,000GSF
Midhurst and Library opened; | Additional 26,000GSF
Southern Area 3,880 existing 3880gsf | 13,000GSF to | Community
facility existing Library | Library
decommissioned

Minesing 280 Possibly Divested

Partnership opportunities are also a key factor that may influence the phasing. As
discussed elsewhere, we strongly recommend that, if possible, all future libraries be
built in partnership with other service providers. The advantages of joint service delivery
are so significant that they should influence phasing. In most cases, it would be
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advisable to build a library sooner, or delay construction, to take advantage of a
partnership opportunity.

Figure Ten (on page 49) presents capital cost estimates for recommended new library
development, including an allowance for sustainable design, site development,
contingencies and soft costs, equipment and fitments, permits, landscaping
requirements, engineering design fees, engineering contract administrative fees, and
project management costs.

These are very general preliminary cost estimates and must be confirmed with
additional investigation. Capital costs cannot be accurately estimated at this level of
analysis because actual costs will vary significantly depending on time of tender, local
market conditions, design, quality of materials and finishes, site conditions etc. A base
construction cost of $300/GSF was adopted for new construction. STPL will be building
relatively small spaces in two phases and consequently cannot take full advantage of
economies of scale (unless the library is part of larger development). At $300/GSF the
budget is adequate for a high quality design consistent with contemporary library
development. It is assumed that the STPL will make every attempt to incorporate
energy-efficient elements and technologies into the design and development of
facilities. An estimated cost premium (8%) for achieving a LEED Silver-equivalent level
of design and construction is included. Not included is the cost of the LEED
accreditation process.

The estimate also includes customary allowances for other project costs, contingencies
and site development considerations (assuming no unusual site conditions; hazardous
materials; unusual soil conditions etc.). The estimate does not include allowances for
parking or other site features. Costs associated with additional library materials are not
included in these estimates. Land acquisition costs are also not included. Other
exclusions include (as applicable): temporary relocation costs/moving and storage;
financing charges; legal and administrative costs and HST. Costs are in 2014 dollars
and do not allow for price escalation to the time of tender. These costs do not take into
account potential partner contributions, grant monies available at the time of
implementation, the availability of development charges funding, or other funding
sources.

-

Dysart & Jones Associates and dmA Planning and Management Services



Springwater Township Public Library
Facility Needs Assessment: Final Report

Figure Ten: Preliminary Estimate of Capital Costs

Cost Category Cost
(2014$)
Construction ($300/GSF) 7,800,000
Site Development (10%) 780,000
Net Construction Estimate: 8,580,000
LEED Silver Equivalency (8%) 686,400
Contingency/Soft Costs (10%) 858,000
Equipment & Fitments (10%) 858,000
Permits and Approvals (1.5%) 128,700
Landscape & Site Plan (1%) 85,800
Engineering/Design Fees (8%) 686,400
$11,883,300

Total Estimated Capital Cost

Total project costs in constant 2014 dollars are about $12million. As noted in our earlier
discussion, we assume that the library will be built in two phases. A much greater
proportion of the total cost would likely be committed to Phase One to cover design and
planning, structural elements associated with the future expansion, and components
that would be over-built in the first phase because they will be required to serve second
phase users (lobby/reception; public washrooms; mechanical and service areas; etc.).

We recommend that:

21.The Community Library be built in two phases with the first phase available for
public use when the Township’s population reaches 24,000 and the second
phase at 37,000.

22.Future planning for the Community Library be based on a capital budget of about
$12million which will refined and further developed with a detailed feasibility
study.

-
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Future Facility Planning and Policy Considerations

There are two general approaches that can be adopted for estimating future library
space requirements. This study provides the most basic level of analysis estimating
future overall space requirements based on a per capita level of provision. This basic
projection of overall space requirements must be refined by preparing a functional
space program based on three additional levels of analysis;

e First, more detailed space planning guidelines should be used to estimate
functional areas (e.g. collection space, staff and administrative space) within the
library. These more detailed calculations allow one to both confirm and fine-tune
the estimate provided by the per capita projection.

e Second, the functional space program emerging from the previous step should
be refined with the input of library staff to reflect differences in service delivery
needs and priorities in the local community.

e Third, a detailed feasibility study, including preliminary site and architectural
analysis must be prepared.

The first two steps will provide a more precise definition of library space requirements.
However, the actual space program can only be determined with a feasibility study and
detailed design exercise when a variety of other critical factors will be considered,
including site conditions, relationships with existing buildings and potential to share
space (if relevant), building system considerations (such as energy efficiency or LEED
certification that may have space implications), a more detailed assessment of program
and service delivery objectives and the implications for design, the actual design of the
building (e.g. number of stories, special architectural features, etc.). These issues can
only be addressed with a detailed design exercise to confirm a space program for
building and development.

Of course, it is also during the process of detailed design that other important
characteristics of the public library are confirmed. The design of the library will be
influenced by its location, the Township’s planning and urban design policies, possible
partners, and the construction budget. These are currently unknown. We strongly
support the need for further detailed design studies undertaken by architects that
understand public libraries. Public libraries are important civic buildings that contribute
to the image and identity of their communities and the creation of public spaces. This
must be reflected in their exterior planning and design. In addition, the functionality of
the library, particularly when integrating technology, convenience and comfort, is
directly related to the quality of interior design, fitments and furnishings. These are
important issues requiring further investigation.

-
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While we have commented on design considerations in the study background report,
we have not addressed the design of the recommended Community Library. The design
process will commence with the feasibility study and continue through the process of
detailed design and construction.

After an extended period of relatively stable population in the Township, the next 20
years will be characterized by significant growth and change. This calls for ongoing
service evaluation and planning. As recommended earlier, the levels of provision
identified in this report must be updated and ongoing research of space planning
guidelines, design principles, evolving technologies and best practices monitored to
review, and as warranted, revise the recommendations in this report. The Library
should identify and adopt specific performance measures for all branches and services,
monitor these on an annual basis and respond as appropriate. The Library should
continue to monitor customer satisfaction and if possible periodically research the
needs and perceptions of non-users. These activities constitute good planning and
should be embraced by the Library going forward.

In addition to ongoing planning and evaluation activities that will apply to the entire
library system, the Board should adopt a policy to deal with the Minesing Branch. This
branch is a special case because it is inconsistent with the Library’s accepted facility
model. As discussed in the Planning Context report, trends suggest small branches
such as Minesing will increasingly fail to meet the needs and expectations of
contemporary library users because of restricted hours of operation, limited collections
and services, and limited space (providing limited capacity for reading and research,
user amenities, and programming, etc.). For these reasons, small libraries in many
communities experience declining use and provide less service at proportionately
higher cost particularly when new libraries and improved digital access offer the user a
preferred alternative. We have supported the retention of the Minesing branch but only
as long as it continues to be well used and supported by the local community and the
cost to maintain the buildings and provide the level of use justifies the service.

Understanding that the branch will has a restricted role and function, no expansion or
enhancement of service should be supported, beyond maintenance required to ensure
safety, security, and consistency with regulations. In addition, the STPL should adopt
specific procedures to monitor the ongoing use of the Minesing branch and a policy that
establishes minimum performance standards (with respect to annual circulation;
cardholders; number of visits for library services that depend on staff and library
materials/equipment available from the branch; etc.). The policy should indicate if the
library does not achieve minimum standards over a period of time (e.g. 2 consecutive

-

Dysart & Jones Associates and dmA Planning and Management Services



Springwater Township Public Library
Facility Needs Assessment: Final Report

years), or if capital conservation costs cannot be supported, then its situation would be
reviewed by the Board and it could be a candidate for closure.

We recommend that:

23.The size and cost of the recommend Community Library be confirmed and
further refined with detailed feasibility studies and architectural assessments.

24.STPL develop procedures for the ongoing planning and evaluation of library
services.

25.STPL develop a policy for reviewing the status of the Minesing Branch.
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