ARROWHEAD LIBRARY SYSTEM
Budget Committee Meeting
Milton Public Library
430 E High St.
Milton, WI
Wednesday July 11, 2018
5:30 pm
Please call the ALS office if you are unable to attend (868-2872)

Call to Order

Approval of the Agenda
Approval of Minutes

2019 Staff Wages

2019 Rock County Funding
Set next meeting date
Adjourn

oY g s ) I B

The undersigned, as the designee of the presiding officer of the above governmental body, certify that |
emailed a copy of this document to the Rock County Courthouse, Administration office for posting on
the Rock County website@ www.co.rock.wi.us on 7/5/2018

Anita Schultz — Arrowhead Library System



ARROWHEAD LIBRARY SYSTEM BUDGET COMMITTEE MEETING
ALS/Milton PL
June 13, 2018

1) Call to Order: ALS Budget Committee Chair Rich Bostwick called the
meeting to order at 5:42 p.m. Also present were Bill Wilson, Wes Davis,
Jose Carrillo and Steven Platteter.

2) Approval of Agenda: Bill Wilson moved to approve the agenda, Jose Carrillo
seconded. The motion carried unanimously.

3) Approval of Minutes: The April 11th 2018 minutes were moved approved
by Bill Wilson with one correction. Rich Bostwick seconded and the motion
carried unanimously,

4} 2018 Delivery Wages/Costs: Platteter discussed that the drivers’ hours are
now an average of 15 hours per week per driver. He intends to make wage
line adjustments in August.

5} 2019 Budget Calendar: Platteter discussed the 2019 budget calendar
mentioning the ALS Budget will be due July 23

6} 2019 Wages: Platteter discussed spreadsheets with 0%,2% and 3%
increases. As retirement rate has not yet been set, he suggested waiting till
the July meeting before making a decision.

7) Set Next Meeting date: July 11", 5:30 at the Milton Public Library.

Jose Carrillo made the motion to adjourn and Bill Wilson seconded. Motion
carried unanimously. The meeting ended at 5:56 p.m.

Respectfully submitted,
Steven Platteter, Acting Secretary

NOT OFFICIAL UNTIL APPROVED BY COMMITTEE
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ARROWHEAD LIBRARY SYSTEM
Board Meeting
Milton Public Library
430 E High St.
Milton, WI
Wednesday July 11, 2018
6:00 pm

Please call the ALS office if you are unable to attend (868-2872)
1. Callto Order
2. Approval of Agenda
3. Approval of Minutes
4. Approval of Expenditures
5. Citizen Participation, Communication and Announcements
6. Unfinished Business
a. Shared System — SHARE Update
b. 2018/19 Budget
c. Public Library System Redesign Project — John DeBacher & Bryan McCormick
d. Librarians’ Report — Sarah Strunz
7. New Business
a. Approval of 2019 Arrowhead Library System Charter
b. Approval of 2019 ALS staff wages
c. Approval of 2019 Intersystem Agreement with Lakeshores Library System
d. 2018 Trustee Training week — August 13-17, 2018
8. Communications

9. Adjourn

The undersigned, as the designee of the presiding officer of the above governmental body, certify that | emailed a copy
of this document to the Rock County Courthouse, Administration office for posting on the Rock County website@
www.co.rock.wi.us on 7/5/2018.

Anita Schultz — Arrowhead Library System



ARROWHEAD LIBRARY SYSTEM BOARD MEETING
ALS/Milton Public Library
June 13, 2018

ALS Board President Rich Bostwick called the meeting to order at 6:00 p.m.
Present were Bill Wilson, Wes Davis, Adam Dinnes, Maribeth Miller {via phone),
Eloise Eager, Jose Carrillo, Sarah Strunz and Steven Platteter.

The Agenda was moved approved by Bill Wilson. Wes Davis seconded and the
motion carried unanimously.

The April 2018 minutes were moved approved by Bill Wilson. Eloise Eager
seconded and the motion carried unanimously.

Expenditures were approved on a motion by Adam Dinnes with Eloise Eager
seconding. The motion carried unanimously.

Citizen participation, communication or announcements: Platteter passed out
handouts for Trustee Training Week, August 13-17.

Unfinished Business
a. Shared System —SHARE Update:

b. 2018/19 Budget: In regards to the 2018 budget, Platteter mentioned that
transfer funds in August to cover delivery costs. For 2019, the ALS 2019 budget is
due July 23.

¢. Public Library System Redesign Project: Platteter passed out two “Public
Library Service Models. For the July meeting, Platteter hopes to have a member of

the PLSR Steering Committee come and speak to the Board.

e. Librarians’ Report:



New Business

a. Rock County Jail update: Platteter mentioned that he and Rene Bue, HPL, met
with Commander Troy Knudson to discuss books for the Jail. ALS will receive
$2000 from the Sheriff's Department for books and ALS will add an additional
$1000.

b. Delivery update: Platteter discussed changes made to delivery in regards to
joining SHARE.

c. Approval of General Records Schedule: Wisconsin’s Public Libraries & Public
Library Systems & Related Records: Maribeth Miller moved to approve the
General Records Schedule, Eloise Eager seconded and the motion carried

unanimously.

d. New ALS Website: ALS Public Information Coordinator Tovah Anderson
demonstrated the new ALS website

e. Revised ALS Board meeting schedule:
Communications:

Jose Carrillo moved to adjourn. Rich Bostwick seconded and the motion carried
unanimously. The meeting ended at 6:37 p.m.

Respectfully submitted,
Steven Platteter, Acting Secretary

NOT OFFICIAL UNTIL APPROGVED BY COMMITTEE



Rock County COMMITTEE APPROVAL REPORT 06/27/2018
Account Number Account Name Inv Date Vendor Name Inv/iEnc Amt
51-5000-0000-62119 OTHER SERVICES

06/08/2018 DEPARTMENT OF ADMINISTRATION 1,500.00
05/30/2018 WISCNET 519.00
06/01/2018 TECHMAX BUSINESS SOLUTIONS LLC 90.00
Budge YTD YTD Pendin Closing
450,158.00 85,360.07 0.00 2,109.00 62,688.93
51-5000-0000-62410 R & M-VEHICLES
06/05/2018 BURTNESS CHEVROLET INC 49,95
Budge YTD YTD Pendin Closing
9,000.00 139.27 0.00 49,95 8,810.78
51-5000-0000-63100 OFC SUPP & EXP
05/31/2018 ARROWHEAD LIBRARY PETTY CASH 24.99
05/36/2018 AMAZON.COM 77.30
06/01/2018 OFFICE DEPOQT INC 112.34
Budge YTD YTD Pendin Closing
1,500.00 383.62 0.00 214.83 901.75
51-5000-0000-63101 POSTAGE
06/06/2018 ARROWHEAD LIBRARY PETTY CASH 12.88
Budge YTD YTD Pendin Closing
1,000.00 99.32 0.00 12.88 887.80
§1-5000-0000-63104 PRNT & DUPLICATI
06/01/2018 DIMAX OFFICE SOLUTICNS INC 178.00
Budge YTD YTD Pendin Closing
5,000.00 1,711.77 0.00 178.00 3,110.23
51-5000-0000-63108 PUBLIC INFO
06/18/2018 ARROWHEAD LIBRARY PETTY CASH 14.00
06/14/2018 DEMCO 111.08
06/14/2018 CDW GOVERNMENT INC 911.30
06/06/2018 AMAZON.COM 109.05
06/15/2018 ORIENTAL TRADING COMPANY INC 137.55
06/04/2018 ROCK COUNTY SENIOR FAIR 205.00
Budge YTD YTD Pendin Closing
5,000.00 183.61 0.00 1,487.98 3,328.41
51-5000-0000-63200 PUBL/SUBCR/DUES
05/31/2018 ANDERSON, TOVAH 152.00
Budge YTD YTD Pendin Closing
1,500.00 709.99 0.00 152.00 638.01
51-5000-0000-65321 BLDG/OFC LEASE
08/01/2018 CITY OF MILTON 1,166.67

COMMITTEE: LB - ARROWHEAD LIBRARY

Page: 1



Rock County

COMMITTEE APPROVAL REPORT

06/27/2018

Account Number Account Name Vendor Name Inv/iEnc Amt

Budge Pendin Closing
14,000.00 0.00 1,166.67 4,666.64

51-5000-0000-67199 MISC EQUIP

CDW GOVERNMENT INC 57.09

Budge Pendin Closing
6,500.00 0.00 57.09 6,442.91

ARROWHEAD LIBRARY PROG TOTAL 5,428.20
Page: 2

COMMITTEE: LB - ARROWHEAD LIBRARY



Rock County COMMITTEE APPROVAL REPORT 06/27/2018

Account Number Account Name Inv Date Vendor Name Inv/Enc Amt

| have examined the preceding bills and encumbrances in the total amount $5,428.20

Claims covering the items are proper and have been previously funded. These items are to be treated as
A. Bills and encumbrances over $10,000 referred to the Finance Committee and County

B. Bills under $10,000 to be

C. Encumbrances under $10,000 to be paid upon acceptance by the Department

Date: Dept

Committee

COMMITTEE: LB - ARROWHEAD LIBRARY Page: 3



Rock County COMMITTEE APPROVAL REPORT 06/27/2018

Account Number Account Name Inv Date Vendor Name Inv/Enc Amt

REPORT COMPLETE!

For Job Numbers: 1760907

COMMITTEE: LB - ARROWHEAD LIBRARY Page: 4



Rock County - Production
Budget to Actual Figures

Report {D: GLIQ_BA1000_RC - BA1000_RC: Budget to Actual Figu

Fiscal Year: 2018 As of: 06/28/2018 Budget: RV
Org Key Title
5150000000 ARROWHEAD LIBRARY
Object  Description Budget Actual Encumbrance Balance
REVENUE
42200 STATE AID 453,212.00 453,212.00 0.00 0.00
44120 MISC. FEES 6,103.00 6,103.25 0.00 0.25
45504 INTERGOVT.CHGS-OTHER LIBRARIES 212,764.00 213,564.00 0.00 800.00
46000 CONTRIBUTIONS 2,000.00 0.00 0.00 {2,000.00)
46400 FUNDS FORWARDED FROM PRIOR YR 20,060.00 0.00 0.00 (20,000.00)
Total Revenue 624,079.00 672,879.25 0.00 ($21,199.75)
EXPENSE
61100 REGULAR WAGES 174,669.00 75,567.26 0.00 99,101.74
61300 PER DIEMS 1,600.00 837.62 0.00 662,38
81400 FICA 13,363.00 5,819.06 0.00 7,543.94
81510 RETIREMENT-EMPLOYERS 11,703.00 4,484.98 0.00 7,218.02
61610 HEALTH INSURANCE 41,000.00 20,500.02 0.00 20,499.98
61620 DENTAL INSURANCE 1,513.00 778.14 0.00 734.86
61630 LIFE INSURANCE 180.00 §5.28 0.00 124,72
62119 OTHER CONTRACTED SERVICES 150,158.00 85,360.07 0.00 64,797.93
62130 AUDIT FEES 1,200.00 0.00 0.00 1,200.00
62210 TELEPHONE 2,000.00 587.53 0.00 1,412.47
82410 REPAIR & MAINTENANCE-VEHICLES 9,000.00 139.27 0.00 8,860.73
62420 MACHINERY SEQUIPR&M 100.00 0.00 0.00 1060.00
63100 OQFFICE SUPPLIES & EXPENSES 1,500.00 383.62 0.00 1,116.38
63101 POSTAGE 1,000.00 99.32 0.00 900.68
63104 PRINTING & DUPLICATION $,000.00 1,711,177 0.00 3,288.23
63108 PUBLIC INFORMATION 5,000.00 183.61 0.00 4,816.39
63200 PUBLICATIONS/SUBSCRIPTIONS/IDUE 1,500.00 709.99 0.00 790.01
63300 TRAVEL 3,000.00 651.49 0.00 2,348.51
84200 TRAINING EXPENSE 4,000.00 1,428.00 0.00 2,572.00
84201 CONVENTION EXPENSE 4,000.00 732.55 0.00 3,267.45
64214 ILS COSTS 194,393.00 191,147 .42 0.00 3,245,538
64303 EXTENSION MATERIALS 3,000.00 260.53 0.00 2,739.47
64306 RESOURCE LIBRARIES 40,000.00 49,000.00 0.00 6.00
64307 PARTIGIPATING LIBRARIES 1,001,938.00 1,001,937.87 0.00 .13
64309 INTERSYSTEM AGREEMENT 65,771.00 63,709.04 0.00 2,061.96
64904 SUNDRY EXPENSE 1,000.00 87.97 0.00 912.03
64918 MARKETING/PROMOTION 300.00 0.00 0.00 300.00
85101 INSURANCE ON BUILDINGS 5,000.00 2,723.00 6.00 2,277.00
65321 BUILDING/OFFICE LEASE 14,000.00 8,166.69 0.00 5,833.31
67199 MISC EQUIPMENT 6,500.00 0.00 0.00 6,500.00
Total Expense 1,763,288.00 1,508,062.10 0.00 255,225.90
County Share {(Revenue - Expense) (1,069,209,00} (835,182.85) 0.00 {234,026.15)
User ID: SCHULTZA -~ Anita Schuttz Page: 1 Current Date; 08/28/2048

Current Time! 14:48:43



Rock County ~ Production
Budget to Actual Figures

Fiscal Year: 2018 As of: 06/28/2018 Budget: RV

Org Key Title

5150000000 ARROWHEAD LIBRARY

Object  Description Budget Actual Encumbrance Balance
Grand Total Revenue 694,079.00 672,879.25 0.00 {21,199.75)
Grand Total Expense 4,763,288.00 1,508,062.10 0.00 255,225.90
Grand Totals County Share {1,069,209.00) {835,182.85) 0.00 {234,026.15)

User ID: SCHULTZA - Anita Schultz Page: 2 Current Date; 06/28/2018

Report ID: GLIQ_BA1000_RC - BA1000_RC: Budget to Actual Figu Current Time: 14:48:43
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Public Library Service Model W

June 8, 2018
Model Defining and Refining Conference of the PLSR Steering Committee and CRCs

Included in this document:
+ Model W Global Summary and Diagram
s Model W Description

» Model W Review Summary Document -~ from the committee of the whole
review of Model W conducted on June 8, 2018

¢ Model W Deep Review Summary Document - from the Model W workgroup
(drawn randomly from Steering Committee and CRC Committee) on June 8,
2018




Public Library Service Model W

What

Where

When

Why

How

Structure

Governance

Funding

Global Summary

Focuses on improving local library services throughout Wisconsin through
update of library system standards of service and accountability structure,
adoption of a more equitable library system funding formula while maintaining
the current successful regional library system structure.

Statewide

The timeline would need to be determined but changes could be implemented in
the near future.

There is a high level of satisfaction regarding library system services among the
state’s public libraries (see page 4 of “A Report on Findings from the Public
Library System Redesign Survey” here). This model builds on successes and
offers remedies where inequity and dissatisfaction exist.

Creation and implementation of revised library system standards followed by
changes in the state’s library system funding formula will offer all library systems
the ability to provide services that better meet the needs of their member
libraries.

The structure currently in place would remain unchanged. The adaptability and
flexibility of the current structure offers opportunities for partnerships
described in Workgroup Recommendations.

The current governance structure would remain in place. However, inits role of
overseeing library systems’ accountahility to revised standards of service, DPI
would be able to explore additional leadership opportunities.

The current state aid to library systems formula in Wi Stat. 43.24 (1) (a) would be
replaced with the equity-based formula outlined in 43.24 (1) (c}. This revised
formula factors in shared revenue payments instead of local funding which
addresses the equity issues that have heen identified in the PLSR project.

How Workgroup Recommendations Relate:

ILS

ILL

Change is not required but is readily possible due to current flexibility and scale
of ILS consortia in the state, Statewide discoverylayer could be implemented.

The current library system structure supports the existing interlibrary loan
structure.

Public Library Service Model W Preliminary Models for Review Page 1




Delivery

Collections

The workgroup model proposed could be implemented with no changes to state
library system structure. Greater funding for some library systems could expand
opportunities.

Not impacted, but model allows organic partnerships and responsiveness to
changing conditions. Greater funding for some library systems could expand
opportunities.

Consulting/CE A statewide portal for CE and additional consulting could be implemented within

Technology
Support

Resource
Library

Chapter 43

the existing library system structure, Greater funding for some library systems
coutd expand opportunities.

No change to library system based infrastructure required but
larger infrastructure regions could be built through agreements. Greater funding
far some library systems could expand opportunities.

This model wouldn’t require change to the state’s resource libraries but any
changes made to resource libraries could easily be adapted in this model.

A statutory change would be necessary to revise both the library system
standards of service and the library system aid formula. A task force to review
library system standards could be convened immediately. Following the work of
the committee, a legislative change could be scught for both the standards and
the funding formula.

Public Library Service Model W Preliminary Models for Review Page 2



Model W - System based on current model of 16 Systems as illustrated below

State / County
{Funding)

d
System Beard
{(Governance)}

4

Executive
Director

V¥

Management
Team
Staff

¥
Mandatory &
Discretionary

System Services

»
Advisory
Committees

1\

Local Libraries
T
Local Boards
1\
Local
Communities
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Public Library Service Model W

Model Title: Wisconsin FORWARD - a Flexible, Outcome-based, Responsive
Way All Resources are Designed to advance the state’s public libraries

Summary Description

Maintains current regional library system structure based on county affiliation. Focuses on
incremental change in library systems by targeting areas where outcomes can be improved to
better serve local library users throughout Wiscensin. Areas targeted for improvement are
library system funding formula and library system standards of service.

Current Library System structure is fundamentally sound. The “hottom up” approach gives
community libraries a great deal of ownership, keeps citizen boards invested and responsible
for oversight, and helps build relationships in a regional area—especially at the county level.
The model is cost effective due to economies of scale resulting from sharing costs and
resources. Library systems are able to respond to new collaborative opportunities because
they are not so large that agility is sacrificed. Incremental change is manageable and risk of
failure is minimized.

A task force would be convened to review and revise current library system standards of service
using as a springboard the standards recommended in appendices to the 2013 SRLAAW report
Creating More Effective Library Systems. The new standards would establish an accountability
structure that includes measurable uniform feedback from local libraries across the state and
would be designed to accomplish improvement at the library system level without damaging
services to the member libraries.

Following the work of the task force, legislative change would be sought to incorporate the
recommended revised standards as well as to change the state’s library system aid funding
formula as outlined below. This revised formula factors in shared revenue payments instead of
local funding which addresses the equity issues that are a significant concern and stated goal of
the PLSR project.

The current state aid to library systems farmula in W Stat. 43.24 (1) (a} would be replaced with
the equity-based formula outlined in 43.24 (1) (c). Rather than wait for the 11.25% funding
trigger as specified in the statute, the formula change could be implemented now through a
narrow and specific legislative change. An analysis of state aid to library systems allocated for
2019 shows the new funding formula could be adopted at this time without loss of funding to
any library system. Library systems in areas where inequity needs to be addressed would see
their funding rise, while the funding of other systems would remain stable. For more
information see: htips://tinyurl.com/y74dutgm.

Public Library Service Model W Preliminary Models for Review Page 4




A robust 2019-2021 DP1 budget request for increased public library system aid that sustains and
builds upon the additional capacity realized in the 2017-2019 biennium would further help
alleviate the equity issue.

ADDITIONAL CONSIDERATION: Include an incremental disincentive-funding factor that
addresses library systems with fewer than 15 fibraries to encourage library systems serving a
small number of libraries to merge with another library system. The efficiency of a library
system correlates to the number of libraries it serves.

Structure

Local library system board {appointment based on current statute)
Local library system staff {varies by library system funding and priorities)
System Director
Consultants
Technology infrastructure and support
Support staff such as business managers
Existing statewide services have service advisory groups
Mandatary library system services would be updated through work of a task force
Statewide discovery layer could be implemented

Services offered beyond the revised library system standards are based on regional availability,
cooperative partnerships, funding availability, and local priorities

Online portal could be implemented

Greater funding for some library systems could expand opportunities

ILS

Discovery layer could be implemented that supports existing regional networks. Because many
of the state’s ILS consortia are funded with a large percentage of local dollars, it is important to
recognize that it would be difficult for the state to impose a structure for ILS services. ILS
consortia that form organically based on geography and relationships are stronger and
healthier than ones that are forced. Additionally, because more than 95% of transactions are
filled within existing consortia statewide, careful analysis must be made before investing state
dollars in improving only 5% of transactions.
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ILL

The current library system structure supports ILL. The additional layer of staff for ILLin the
workgroup report may be unnecessary given less than 5% of the transactions are interlibrary
loan.

Delivery

This model does not require changes to the current delivery system. However, the delivery
workgroup recommendations could be implemented within this model.

Collections

The current library system structure supports cooperative collections as evidenced by the WI
Pubtic Library Consortium. Additional collections and resources could be added.

7ConsuIting/CE/ProfessionaI Development

A statewide portal for CE and additional Consulting could be implemented within the existing
library system structure. Collaborations are already in place. Additicnal collaborations and
consulting opportunities could be managed by DPI. The DPI couid invest in a portal using
WISEdata and WISEdash funds or could ask the library systems to contribute. In fact, the DPI
could ask library systems to help fund any innavative project they envision.

Technology Support

This plan, which relies on local funding dollars, could be implemented within the current
structure because many of the state libraries already use local funding for technology support.
Library Systems could help develop the program and may also be able to help fund the initiative
with the new funding structure.

Resource Libraries

This model wouldn’t require change to the state’s resource libraries but any changes made to
resource libraries could easily be adapted in this model.

Chapter 43

A statutory change would be necessary to revise both the library system standards of service
and the library system aid formula. A task force to review library system standards could be
convened immediately. Following the work of the committee, a legislative change would be
sought for both the standards and the funding formula.
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Recent legislative successes have been built upon the premise of library systems doing valuable
work to the benefit of the public libraries, which interact directly with Wisconsin citizens in all
corners of the state. There is no reason to believe this request for legislative change wouldn’t
be successful especially if there is library community consensus.

This model builds on the positive messages of past legislative success and introduces
incremental targeted change to improve outcomes for Wiscansin residents without risk of
losing hard-earned legislative support. Additionally, the current model maintains the idea of
“local control” within a region. This concept has historic support in the legislature and is far
more likely to achieve legislative success than a model that replaces the structural importance
of counties in favor of centralized funding and control at a state level.

Key Challenges/Questions with this Model

Determining library systems’ desired outcomes and corresponding measurements would be
necessary.

Implementation timetable would need to be determined.

Some library systems with a small number of libraries or in areas with more economic stability
may not receive additional funding, especially if there is a deduct factor for library system size
in the funding formula.

How do we make the process easier for library systems with a small number of member
libraries to merge?

Is there a way to incentivize library system collaborations?

It will be important that accountability consequences be designed to accomplish improvement
at the library system level without damaging services to the member libraries.

Key Benefits of this Model:

This model continues the regional structure, which is a cost effective way to leverage resources
while allowing for the most customer-driven, and responsive service program.

This model allows libraries to have a great deal of input into the program of services provided.
Service programs are designed based on regional needs.

This model does not add any additional layers of bureaucracy.

This model is cost effective because personnel costs are reflective of the unique market
conditions for the region.

This model keeps library system staff and board members in place building relationships and
investing in the success of their member libraries.

Public Library Service Model W Preliminary Models for Review Page 7




This model is incremental which allows for needed analysis on the identified areas of change as
recommended in workgroup reports instead of wholesale change that risks failure.

This model keeps library system boards, which continue the important relationships at the
county level, are invaluable from an advocacy standpoint, and can be partners in
accountability.

Changing the formula and revising library system standards will require community consensus
and corresponding improvements in Chapter 43. However, the formula change is already in the
statute and standards revisions developed in 2013 provide a springboard to jumpstart the work
of the task force. Under these circumstances, the requested statutory changes to the
legislature can be presented as logical next steps for improvement of a structure that has their
strong support rather than as a potentially controversial and divisive overhaul.

This model allows library systems to build on the recognized successes of the past instead of on
the unknown. Additional funding could be used to help the funding formula address known
issues.

This model empowers DPI to take a more active role in ensuring quality library system services
across the state.

This model continues to build strang relationships in each region as well as between regions
and within the state. This network is a powerful and positive force for good for the state's
libraries.

This mode! continues to allow and encourage partnerships of library systems when it is
mutually beneficial.

This model encourages library system staff synergy and brainstorming that happens when
people see each other regularly.

This model continues to enable counties to leave their library system and join another. This
choice provides a natural element of accountability in the structure.

This model does not incur the high costs associated with large-scale changes:

s Legal costs

e Unemployment pay

¢ Contract buyouts

e Hiring and training costs

» Rebranding and reprinting costs

* Lost opportunity costs due to large scale staffing and process change

* Potential cost of losing hard won trust and goodwill adhering to legislative investment in
current library system structure

Public Library Service Model W Preliminary Models for Review Page 8



Model W Review Summary Document

Notes taken on June 8, 2018 by DPI licison to the PLSR Steering Committee and the
CRCs John DeBacher during a committee of the whole discussion of the newly
proposed Model W. Notes are based upon the flipchart notes recorded by the
facilitators Linda and Jeff Russell of Russelt Consulting, Inc. and additional comments
captured by John DeBacher.

increased Funding for All

Current Boundaries don't shift as much

Dissipates tension will be limited

Far less disruption to libraries & system staff

Addresses inequities through standards & accountability {should improve patron
experience)

Utilizes existing statutes (may be easier to get approved)

Seeks to directly address population density issue (that may be equity)
Doesn't add additional organizational structural hierarchies

Evolutionary rather than revolutionary change

Collaboration-based; encourages partnerships without mandating them
Allows current partnerships to be nourished

Infegrates low-hanging fruits {with Steve’s additions)

e« & » 8 »

[ L] L 2 L ] - - L]

Before proceeding to the next question, the Russell's asked: Are we all in general
agreement with these flipchart notes for this question? There were no dissenters.

e Success is based on statutory changes coming through {funding formula
change)

o Possible to lose efficiency that may have been gained in other ways

» No new efficiencies of scale

o Issues with technology support - local libraries may need to dip into local

funding

Would require a legislative tweak to achieve funding change

Doesn't address redundancies of payroli, boards, inefficiencies

No easier way to redraw boundaries

s this all the change after a 3-year process?

Using the survey of the library systems creates false issue by lack of awareness

Assumes new capdacities from existing structures

Assumes that if you use more money you do better - not enough for

underperforming (assumes additional funding provides innovation)

+ The proposal urges changes to statutes to provide more standards

e & » » & 8

Before proceeding to the next question, the Russell’s asked: Are we all in general
agreement with these flipchart notes for this question? There were no dissenters.

Model W Review by the Commiittee of fhe Whole — Summary Documentation ]
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+ DPl has greater involvement holding systems accountable

¢ Since it builds on the existing model, implementation is eased, less blow-back to
get process started

» Seems very system-focused - does it have enough "tickle-down” for the library
patrong It was noted that this was also integral in Model X.

* Addresses inequity through funding formula rather than through radical structural
of service changes

+ Builds on the current strengths of the existing structure

¢ Doesn't reduce the current number of systems It was noted there is an additional
consideration to address that. Possible but not mandatory.

Before proceeding to the next question, the Russell's asked: Are we all in general
agreement with these flipchart notes for this question? There were no dissenters.

' s“ Lh: ., gt d el I S S

Note: design principles listed in parentheses indicates a lack of consensus among the
group as to whether the model fully satisfies, partially satisfies, or fails to satisfy the
principle.

Fully Satisfied Principles:

— —— —

* & & & & & @
rENBET O

Partially Satisfied Principles:

(1)
(8)
(5)
10
(2)
3

Fails to Satisfy these Principles:

S
6
2
10

Unclear or Nof Sure if this/these Principles are Satisfied

Model W Review by the Committee of the Whole — Summary Documentation 2



Discussion:

#2 - appears in all. the model doesn’'t drive innovation, but doesn't necessarily
incentivize. Also #10isn't wholly met - hard to

It was suggested that innovation can be better met since it may provide more
funding. Allows for systems to determine how they innovate. The multi-year
process as codifying the possible improvements, but this is so status quo.
Innovation comes from more than with just system aid.

#1 "Partial" because there are different camps - in some systems, more change
is needed--that steering committee was frusted to create change--this didn't do
much {though some might say it does)

#3 Innovation is so subjective, some may think current allows for it; others would
not

#8 If Standards+, then it is partially satisfied. It misses the opportunity to get there.
Others may think so.

#5 It's unknown whether things would get more or less efficient. It doesn’t
necessarily state how they would be made, but since that is already happening.
so it happens when/whether it happens. It was noted that the low-hanging fruit
helps it be partially met. The workgroup reports can be mined for more
efficiencies and even transformative changes.

#5 how does it fail to satisfy? Doesn't change status quo enough. Though the
funding change addresses inequity so it's partially satisfied.

hy £ Lk

Which library stakehclders are likely to be strongly supportive? Why?

System staff - systems in general

Resource libraries

Systems that are currently under-resources {and their stakeholders}

Certain municipalities, since less funding burden MIGHT be place on them
LD&L - could be very laser-focused “makable case” legislative change and
budget support

if funding component works and it leads to higher standards, then the patrons
win

it was asked if the funding model could go on any of the modesls—this would
need to be looked at,

A large number of the public libraries, since there would be less disruption
Strong potential for counties to support the model (increased funding. less
burden on counties, service improvement)

Which are likely to be resistant? Why?

Maybe in SWLS (some discussion}

Tracy noted that this process doesn't necessarily HAVE to be transformative. It
wds suggested that none of the workgroups suggested “blowing up" the current
structure

Maybe very small systems

Library patrons might be considered losers {if compared to what PLSR might
have provided)

Model W Review by the Committee of the Whole — Summary Documentation 3



o Allof us, if funding disappears. It was noted that great relationships have been
built that prevents that and that all models risk cataclysm. It was suggested that
the model isn't scalable

o DPl: might be more for them to do (that may make them winners, too)

o Standards may provide a negative, if it would require changes that can’t be met

» The group wanted more information on Standards - o standards task force
would be used to define these,

Before proceeding to the next question, the Russell's asked: Are we all in general
agreement with these flipchart notes for this question? There were no dissenters.

What changes could be made to this model to improve its responsiveness to the design
principles, reduce the downsides, and reduce Josses for one or more stakeholders?

« Trying to use the administration code for the standards rather than legisiation

¢ Try to make non-compliance have less impact on local libraries: minimize impact
of system standards non-compliance on local libraries

¢ Integrate more consolidated services {Steve's additions may address that)

« Streamline a process for system boundaries to be voluntarily changed

* A mechanism for funding to go to libraries in need - how to benefit the smaller
libraries - Have a way to address inequities within a system, as well as statewide

* Incorporate more encouragement to continue changes - don't just make the
initicl funding changes and then ignore the workgroups

*»  Address duplications and redundancies

¢ Look at ways to address the "uniqueness” of Milwaukee County

Before proceeding to the next question, the Russell's asked: Are we all in general
agreement with these flipchart notes for this quesfion? There were no dissenters.

make da decision about whether this model is worth pursuing? What additional
information do we need to inform our judgements about this model? What information is
most critical for us to know? Where might this information be available?

¢  What specific legislative and regulatory changes would be required?

«  What happens if the increase in funding is not available or is less than what the
model proposes?

« Is there a way to test this against the inequities we're aware of already? How
much help would this provide?

¢ How do we institutionalize the implementation of the workgroup reports'
potential? How do then not get fargotten?

s What are potential standards and accountability roles?

* How will transition details be addressed?

The Russell's asked if the group had encugh information to assess this model and then
distributed “ballot” to the group to rate the model on the 10-peint effectiveness scale.

Model W Review by the Committee of the Whole — Summary Documentation 4



Model W Deep Review
Summary Document

Notes taken during the June 8, 2018 small group discussion. The discussion workgroup
was comprised of the Steering Committee and CRCs. Half of the members were
randomly assigned to work on this model, the other half on the other model under
consideration. This workgroup was facilitated by John Thompson. Documentation by
DPI staffers Shannon Schultz and Tessa Schmidt.

Vsudgested changedidimbrovetnEMade

What additional changes should be made fo fhis model fo improve its ability to respond
to the current/future needs of public libraries?

¢ F[laborate and be explicit on the standards, need more definition; e.g. for

technology, funding. ratios, etc.
o Measurable

Review of current standards

What exists in statutes right now

Reporting function

Services standards

Part of standards tied fo state aid, part tied to assurance of compliance

statements

Accountability standards

o Discussed possibility of tiers, with $ tied to it, cost per capita mandates, but
tiers can dlso create inequity... decided to only have a minimum/core
standard; focus on what is ESSENTIAL

o Does the formula do enough o ensure accountability 2 What do we know about
how much money is needed to make a system like SWLS equitable?

o Address the optics, is this transforming enough? The PLSR charge is not to
fransform services, but to provide more equitable access. Model W does not
explicitly say “implement workgroup model X" but would that help the optics

o The other models didn’t allow for discussion about funding formula, but would
that have changed things?

Service models speak to centralization, how does this model work with that ideo?
Benefits of changing administrative code versus standards

Making clearer the differences between admin code, standards, and
compliance

Making standards flexible for changes in libraries in the future

Operational funding for updating the discovery layer and dashboard/portal
Systems boundaries should be able to be redefined more easily; system service
boundaries should be more flexible, is this essential for Model W2 We need a
better understanding of this.

o e ¢ O 0

o]
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Fully Satisfied Principles:
e 1(7).2(4).3.4,6,7.8.9 10
Partially Satisfied Principles:
o 1{1].2(4}). 5(7), 6. 7.8, 10
Fails fo Satisfy these Principles:
« 5(1)
Unclear or Not Sure if this/these Principles are Salisfied:
e 1,35 6,7{2),10

& Lk g5

Which library stakeholders are likely fo be sfrongly supportive? Why?

Systems/system staff

Resource libraries

Under—resourced systems and stakeholders

Certain municipalities {possibly reduces funding burden)

LD&L- focused for legislative change and budget support

Patrons will win throughout the state

Many public libraries-no major disruption to system

Counties likely to support- increased funding and more support, $ back to locai
communities

¢ DPi- Role is enhanced

Which are likely to be resistant? Why?

¢ Those expecting a lot of change (revolutionaries)[could change as model
develops]

¢ Under-resourced systems and stakeholders- funding increase may not be
enough

¢ Very small systems (cannot clearly define}, if there is not financial support to
merge or if standards are too expensive

¢ DPI- more monitoring and evaluation would be required

vestions th sWers/infoimatio eed
What are the questions about this revised model that still need to be answered to
enable us to make an informed decision about whether this model is good at meeting

the current/future needs of public libraries? What additional information do we need?
Where might this information be available?

o Standards and accountability
o Cost of providing standards, the per capita
s  How does MKE's status play into this {applies to all models)

Model W Deep Review — June 8, 2018 Workgroup Documentation 2



¢  What happens if increase in funding isn't available or is less than model
proposes¢ -- Models could work without more funding from the funding formula
proposed, as work group recommendations could still be implemented
¢ What specific legislative and regulatory changes would be required? Timing 2
Likelihood?
How does equity change if everyone has more funding?
Is there a way to test this against the current inequities we are aware of?
s  What are the potential standards and accountability rules2 Other states?
o Chapter 43 Subcommittee
o DPI
e How do we institutionalize the implementation of the workgroup potentiale
o Need to flesh out fransition strategy
¢ How nimble is this model if funding source or changes occur {applies to all
models)
e Cost for providing standards

Model W Deep Review — June 8, 2018 Workgroup Documentation
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Public Library Service Model Y

June 8, 2018
Model Defining and Refining Conference of the PLSR Steering Committee and CRCs

Included in this document:

e Model Y Global Summary and Diagram

e Model Y Description

e Model Y Notes from Model Y Review Team on May 18, 2018

¢« Model Y Deep Review Summary Document - from the Model Y workgroup
(drawn randomly from Steering Committee and CRC Committee) on June 8,
2018




Public Library Service Model Y

What

Where

When
Why
How

Structure

Governance

Funding

ILS
ILL
Delivery

Collections
Consulting/CE

Technology
Support

Resource
Library

Chapter 43

SSRGS

Global Summary
Reduces the number of systems to between é and 8, based on the
delivery regions recommended by the Delivery Work Group.
Changes will take place in all areas of the state, although those with
large geographic areas may feel the change less acutely.
The fimeline would need to be determined.
Increase in scale will create efficiencies.

Method would need to be determined

A statewide management team is responsible for delivering
services. Includes statewide portal and discovery layer.

Provides for a Statewide governing board for all library services, but
systems remain with individual governing boards.

Each of the new systems/regions will see new budgets based on the
current formula. The only way the regions will see increased
revenue is if the new larger systems include significantly higher levels
of population.

Statewide discovery layer. No dramatic change needed
Would align with new system boundaries

Boundaries of delivery regions become the system borders. Work
group recommendations fulling implemented.

Purchasing pools become larger.
Implement online portal
Overlays 3 technology support areas.
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Public Library Service Model Y

Model Title: 6-8 Regional Library Systems under a Statewide Services Umbrella

Summary Description

This model aligns with delivery regions which also incorporate one or more shared ILS. A
statewide governing board and statewide service management team help provide
and monitor service expectations. Creating a statewide service philosophy with a more
formalized regional structure.

Structure
Statewide Governance Group

State Library Board--Representational appointment from each system (member
librarian based?)

State Librarian
Variations for Statewide Governance Group--Statewide service advisory group(s)
Statewide Service Management Team

Delivery

ILS/ILL
Collections
Consulting/CE
Technology

Variations —Team Leader/Functional Manager versus State Librarian;
Management team members could be responsible for multiple service areas

Mandatory System Services and Standards to support equity of service (SRLAAW
Creating More Effective Public Library Systems 2013)

Statewide services such as ILL; Technology Infrastructure; Delivery to regional hubs;
Electronic Resources (Baseline); Digitization; Discovery Layer; Portal

Regional System Board

Representation from Region
Appointment of citizens and library staff
Geographically diverse

Regional System staff

Dedicated staff for each service area
Multiple region staff such as Facilities and Data

Online portal

Statewide discovery layer

Public Library Service Model Y Preliminary Models for Review I



LS;

i L h‘ s il X . sr el ; . ~§§i

The 8 proposed delivery regions mirror shared ILS regions. Further mergers of ILSs could
reduce the number of delivery regions. Existing ILSs could co-exist in larger regions.

BTN RS Al K KUY

Regional ILL service boundaries can be supported.

State-level ILL Support.

i E

The model would mirror the 8 proposed delivery regions.

Electronic Rescurces

» Some electronic resources such as Overdrive and Badgertink are already
provided statewide. The statewide approach could establish the baseline of
resources along access to additional resources as determined by local needs.

Digitization
o Supports statewide services and regional digitization kits.

ohsulting/CE/Professiondl Developmeént:

Consulting staff would be based in system areqs.

Add multiple system region consulting staff such as facilities and data.

CE staff could mirror number of regions.

Delivery regions wil support their distribution needs.

Infrastructure {technology regions or Statewide} and regional field offices can be
supported by this model.

Regional rescurce libraries to support specialized collections within a region. This is a
variation from the workgroup model.

Could add statewide resource library concept in addition to regional resource libraries.

Public Library Service Model Y Preliminary Models for Review 2



1. Coordingtion of services.

Will siles be reduced?

Is it too top-heavy? Balance of adminisiration and service.
Incentives to merge systems and |LSs.

Balancing of state funding between new system areas.
Roles for existing library service agencies/providers.
Implementation timeline.

Can consultants share responsibilities?

A AT A S

How to determine qualifying skills for consultants
10. How can we make it easier for entire systems merge with each others

11. How to create an easier way for a county to realign with a different system

Public Library Service Model Y Preliminary Models for Review 3



Model Y Review Summary Document

Notes from the Model Y Review Team on May 18, 2018

makers, drivers of funding.

o More direct interaction with state policymakers.

o Both positive and negative. Legisiative day is so important, but that could
be everyday.

o Big proponent of marketing and public relafions. Libraries fail now, but this
opens a door to improve.

s Efficiencies and access to services, More access.

o Forexample if there was one person who was an expert on something
everyone would have access to that person. One stop shopping.

o Key basic services would be delivered with equal service excellence
throughout the state with ease of access.

o Assurance of standards of service across the state? More of an issue of
shared expertise.

» Statewide governing board with representatives from each region of the state.

«  Greater efficiencies. 8 hubs instead of 16 would allow for efficenciess in delivery,
collection, administration.

o Potential to save money.

« Standards would be established for all libraries. We have the new Wisconsin
standards. It is important to say you have equal access to services to meet those
standards.

¢+ Scaleis the main virtue.

+ Helps us move towards equity. Local libraries will receive key services where they
might be lacking.

o Inequity has been identified in rural areas of the state with low system
funding, so less services provided by the system. This would ensure the
state is delivering a certain set of services thatlocal libraries can rely on
and expect.

« Filters down to better services for patrons. Help the library directors do their job
better and focus their energies to the patron.

Model Y Review Team Summary Documentation from May 18, 2018 |



s Leastresistance, easiest to implement. It isn't a dramatic shift and is a middle
ground.

o Seems redlistic as well as progressive.,

o It'sapproachable and a place we can get to, but it is a move forward
and not sitting in inertia. Transformative.

o One of the fears raised was that nothing would change based on this
process.

o Even this level of change would take courage to enact.

« The statewide governing board in the structure could be made up of member
librarians or system staff and could insure flexibility and responsiveness to local
library issues.

o Statutes say you can still bill counties.

o There might be adjustments needed.
o How would county government react to this?

o Some communities don't want to pay for library services. All taxes are
seen as hegative, so local libraries don't get an increase in funding. This
model doesn't address local funding at all.

« Aloss of locdl, regional autonomy. Northern regions will be spread out even
further.

o Geographically, regions will have to be bigger.
o Further travel for consultants or CE opportunities.
o Loss of local relationships.

o How would you structure the new system? If they are structured as they
are now, how can you accommodate services? System governance
could be set up differently than they are now.

o More member libraries to serve in some areas.

o Providing enough attention to all the libraries in a larger system would be
a challenge.

o Staffing would have to be adjusted to accommodate larger demand.

« How do we handle the people {staff) who are in positions now? Furloughs,
transitions, etc.@

o Location and physical buildings also play into this,
o Wil staff have to move their lives to work in the new system?@

s Selection of the regional hubs. Where are they going to be?

Model ¥ Review Team Summary Documentation from May 18, 2018 2



o  What makes it best for our patrons in the state, we could move there
gradudlly?

o This will be complex and political.
»  Where does the centralization process live?
o Ifitlives within the state it will be subject to procurement rules.
o Cenfiralization under what umbrella.
o How do we centralize without sacrificing flexibility 2

+ Funding will be based on population size. Milwaukee will be getting all the
money again. How do you sell that idea when you're in LaCrosse or Richmond
Center.

o The current formula is based on population. This won't allow for equity.
o Current formula conflicts with the goals of the PLSR process.
o Alsoisn't dynamic

¢ Funding of state level service could also be problematic, how is it distributed or
funneled?

« Ambiguity in relationship between regional and centralized governance?
o What authoerity does the regional governance have? Is it advisory?

o This model implies that not all services are provided at the state level, but
it doesn't define what the breaking point is. Needs to be betier defined.

*  Would like a current organizational chart for how things are defined now vs.
what this model is describing.

¢« Whatis the statewide governing board?

o Representatives from each system, state librarian, representatives from
advisory groups.

« None of these models take into account that there are other levels of decision
making bodies that aren't considered in this model.

o For example ILS consortia. They could choose to cooperate.,

o Incorporation of existing policy and funding bodies cutside systems are
not considered.

e Aloss of confrol and status by individuals.

o Library system boards, library system directors, resource libraries and
lforarians.

3. What is the unique contribution/dapproach of this model?

« |t balances things. Allows for statewide overall services that will benefit libraries
and patrons but also has regional control but allows for regional voices,

« Compromise

Model Y Review Team Summary Documentation from May 18, 2018



e Least dramatic (and traumatic)

+ There are things that would really help library directors that will filter down to
patrons.

o Lots of statewide services and access to expertise.
e Good balance between statewide and local needs.

+ Regional people on state board would represent the more local views and have
a voice 1o bring issues up.

* Legal questions could be answered via hotline. Expertise is easily accessible.
+ This model is based on delivery workgroup and they have strong data.

o Alscimplied by many of the other workgroups.

o Patrons expect speed and delivery so libraries should too.
¢ Dramatically reduces the number of system:s.

o This was recommended in almost every workgroup.

+ Eliminates duplication of effort and gives everyone great access to expertise.

10

o This might just be a start, but because of issues around funding it might be
partially satisfied.

« 2

o Itisn't extreme, but it has room for movement
e 5

o Has potential
o 4

o  Member libraries on a system board that interacts with the state
o Would be flexible and responsive
o There are differing views in a region that has to filter up to the state

o Nothing would prohibit individual libraries from collaborating on a greater
scale

o  What happens to WPLC, an alliance of 16 library systems?

o Are systems as flexible as they are now? Goes back to the question of
authority of regional governance. If it stays the same as it is now it would
stay the same.

Model Y Review Team Summary Documentation from May 18, 2018 4



. 5..Does this model ¢redte winners/lose

o Will save local library directors time and money
o Within the context of system services it does fulfill. otherwise maybe not.

o What is the local municipal responsibility to fulfil these need?

o By design, that's what this medel does
o It all has to start with basic standards and guidelines

o The model itself gives some libraries things, but it doesn't take away

o If we assume that funding is adequate, this fully satisfies this requirement

Partially Satisfied Principles:
« 10
e 3
o Not fleshed out enough

o Is some of this already in place?

o  Same amount as now

o Representation on representative boards
Fails to Satisfy these Principles:
Unclear or Not Sure if this/these Principles are Satisfied:
o 1

o Hard fo say

o The funding level for systems is stuck without statutory changes, if you
don’'t change the formula the money has to come from somewhere

‘does everyone'win? I |

« | think everybody wins. As long as we talk about full implementation and not
during implementation.
o Delivery will help everyone
o Libraries will have better access to expertise and higher level resources
« Wil small libraries have as strong of a voice in larger regional service areas? Will
they be able to build relationships?

Model Y Review Team Summary Documentation from May 18, 2018



o Sacrificing connections can be seen as a loss, Will IT people be able to
know what your library cabling looks like

+ Perception that Staffing is increased in workgroup models. There would be more
consistant visits based on new staff.

« Wil highly functioning libraries *not lose" instead of win?

o Everyone comes up fo the level of highly function libraries, but this
wouldn't do much for those libraries.

o Wil things be taken away from some libraries at the local level because services
are provided from a larger region of service? That money won't be able to be
funded/spent and could be reduced.

» Nicolet has one tech guy for 42 libraries. This is an equity issue.

» Equity issues are the result of a choice made at some point. Are we looking for
state funding to replace local funding.

+ Consensus: The intent is there to start moving towards having more winners,

Which library stakeholders are likely to be strongly supportive? Why?

Rural
Library directors
Library patrons

Which are likely to be resistant? why?
¢ Resource libraries
o Maybe not
s System
o  Well funded systems
¢« Well functioning systems

- 6, Suggested‘Change npfove the Mode

What changes could be made to this model to improve its responsiveness to the design
principles, reduce the downsides, and reduce losses for one or more stakeholders?

¢ Include some sort of transition. Maybe we start with 16 hubs that moves to 8
systems,
« Provide guidance and help for libraries to meet standards through consulting.
Define those standards first
o New system or regional level service?
« Doesn't explicitly state what regional services are, but does define state, That
would be helpful.
o There should be flexibility, but minimum standards are necessary
o Also standards for those services
o  What will systems even be doing?
= Systems take responsibility for E-rate application?

Model Y Review Team Summary Documeniation from May 18, 2018 6



Better explanation of filing out the annual report.
New director bootcamp?
Support for budget planning, grant applications?
These types of activities build a trusting relationship between the
system and libraries.
e Examine the population models for regions, the way the funding is distributed
NOw.
o The delivery map might create winners and losers
o Not focused on highways
« Define incentives, what could encourage people to start doing this on their own
o Should there also be penalties for non-compliance?
o 1% increase in state aid?
o Sday aweek delivery as an example, it's baked into the workgroup
reports
« Define layers of government more clearly
« Customer service representative model. We should expect the service model
provider to provide that level of service to keep your business. Account
representatives. Even if that person changes, the support should be continue to
be delivered at a high standard.
o Each library should be treated differently and each service provider can't
build relationships the same way. One size doesn't fit all.

Questions fhat Need Answers/InforiiatisnWe Nee i

Sl B ARacf SACh a8 . Lo

What are the questions about this model that first need to be answered to enable us to
make a decision about whether this model is worth pursing? In other words, what
additional information do we need to inform our judgements about this modele What
information is most critical for us to know? Where might this information be available?

¢ Talk through how things get down to the level of helping patrons. What is the
value case to the local library?

« More definition in the statewide governance section. For example: Who appoints
the governing board?

» How should a library be representative at a board level when there are

disagreements among the libraries they are charged with recommending?

How do regional concerns get represented adequately at the state level?

Cost analysis. Price it out ¢ little more.

Convert percentages to dollar amounts. In the funding report.

Dig into the funding report a little more.

Can we assume that this will be fully funded?
o Is there new money?

s Transition plan? Should be clearer.

- On:a scale of 1 -5 how do you féel dboutthe model? @ . . |

s 4
o 4—if fully funded

Model Y Review Team Summary Documentation from May 18, 2018 7



~“Feedback from'l

“I love it."
What are the benefits to local libraries?e

o It consolidates expertise and allows local library directors more access to
that expertise without requiring them to jump through hoops.

o Takes state provided core services off of the system’s plate, The system
would have more opportunity to interact with member libraries and
provide the services they need.

Would delivery be provided at a statewide level?
o Yes

ILS is not discussed in the Workgroup report, did you talk about it.
o It also wasn't addressed in this discussion.
o Not talking about a statewide ILS

The model reduces the number of system and aligns to delivery

o Didn't talk about a specific map, but used the delivery map as a point of
reference during the discussion

Talked about accountability to members, did you talk about accountability from
above? What type of oversight would the statewide board provide?

o Added that to the tweaks that system service standards needed to be
defined.

Model Y Review Team Summary Documentafion from May 18, 2018 8



Model Y Deep Review
Summary Document

Notes taken during the June 8, 2018 small group discussion, The discussion workgroup
was comprised of Steering Committee members and CRCs. Half of the members were
randomly assigned to work on this model, the other half on the other model under
consideration. This workgroup was facilitated by Steven Ohs. Documentation by DPI
staffers Gail Murray ({document capture) and Benjamin Miller (flipchart recorder).

H»Ejz?&;wﬂagg SR e e ﬁg&fﬁf
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What additional changes should be made to this model to improve ifs ability to respond
to the current/future needs of public libraries?

+ Y should be more fleshed out in the manner that W was so that we're comparing
apples to apples

« Since large group likes both Y and W, can we meet in the middle? Maybe a
transition plan showing how 16 systems would eventually end up with fewer.
Lacking a fransition plan or maybe this should be pared down to be closer to W.
Group expresses agreement that all models need transition plans

* More than just a transition plan is needed — what will happen to staff, buildings,
vans, etc. etc.

+ If we are basing this off of delivery, is it freeway compatibility? County lines?
Need more detail in order fo have a reasonable conversation by the end of July.
“Boundary principal.”

o If thisis the alternative to the thing we know (W), when it's nebulous it remains
scary. It's an unknown,

+ Funding is still the biggest unknown. it's hard to compare with W because theirs is
based off of modification of funding formula. Y needs a funding model/element
and how Chapter 43 affects that.

* Hopes that we can find the good in both W and Y.

» Systems could be "experts” in one area — one does all consulting, another does
marketing, etc. This is a good compromise if we are scared to take these services
from systems and put them at ¢ higher level.

o Or, we could create a system where these kinds of things could just
emerge naturally due to conditions/incentives/etc.

«  Whatis the legislative/regulatory strategy for both Y and wWe

+  What are technology standards at library level?

+ Praise for Y model for being able to provide better system services, e.g. building
assistance

¢  What's the new definition for resource libraries in Y2 There's no standard of
services provided by them

+« W addresses equity via statute - interested in adding that to Y as well (Equity
equdlizer in financing model}

« How much power does the state have over systemsin Y2

* Thoughts on structure®

Model Y Deep Review — June 8, 2018 Workgroup Documenifation ]



Do

o Main difference is governing board — seems key to this model, to make a
statewide view of system services happen. Not necessarily the enforcer
though - that would still be DPI,

o Otherwise, not a lot different

o How will systems relate to one another? Boundary issues — town vs vilage,
system agreement conflicts, etc. How can we move away from that?

»  Depends on how systems are drawn but this could solve some of
these issues, Fewer systems would result in fewer points for conflict,
but it will be a big adjustment and conflicts will still exist.

o Can systems still freely associate to create bodies like WPLC to get arcund
state procurement issues? In this model, seems like yes they can.

A compromise between two models isn’t far away, just need ways to fund state
overlays

o This model has discovery defined and more about what Steve laid out in
his model, which is missing in W

o Incentives for system consolidation/create a simplified process

Logistically, does it make sense for systems to be grouped around delivery hubs?
Geospatial logistics

o Consultants don't necessarily need to sit in the same space as delivery,
etc.

Don't like how this cuts out some systems — 8 isn't the magic number, it could be
12 or 14. Hard to put weight fully behind Y because it seems likely a hybrid will
develop.

Some libraries currently feel really far from system hubs. This could exacerbate
that, but others think it doesn’t have to be that way, system staff can travel, etc.

o More work needs to be done on outreach to smaller libraries, geocspatial
logistics again, etc. What's the proper service level? A library gefs visited
once a month?

Both models lack focus on marketing/PR/publicizing libraries
Collaborating on services with bigger regions frees up systems to be more flexible
in the services they provide

we have consensus?

Many are more things that need to be fleshed out vs. overt changes. All are in
agreement on all items identified as Suggested Changes {captured on flipchart

pages)

item added after-the-fact, affer completing #2 below

Legal implications, resources available for accomplishing a transition - is this all part
of a transition plan?

o Legal, administrative, buildings to sell, organizational culiure — consensus that
this doesn't need to be decided at this level, it's complicated, and it will be
part of the transition plan once we get to that point.

Model Y Deep Review - June 8, 2018 Workgroup Documentalion
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Fully Satisfied Principles:

« 2

¢ 3

s 4

o 5-Collapsing systems, there had better be efficiencies
v 6

o 7

+ 8

« 9

« 10

(7.8.9.10 depend on the addition of an equity equalizer}
Partially Satisfied Principles:
¢ ]

» 3-Expanding committees to be less local seems like it could cause loss of
fransparency

Fails to Satisfy these Principles:
+ None
Unclear or Nof Sure if this/these Principles are Satisfied:
o 1 -Transitioning, geospatial logistics make this unclear

« 4-No guarantee that a larger geographic area of service would encourage
libraries to innovate — context is subjective

Which library stakeholders are likely to be strongly supportive? Why?
« Large library systems — they would have to change the least

e Library directors and patrons. Directors would have better access to resources for
their patrons

¢ Could go both ways. “Being small and insular is our brand.”

Model Y Deep Review — June 8, 2018 Workgroup Documentation 3



Stakeholders could appreciate the "lean-ness of this model - legislators, funding
authorities, etc. would appreciate the proactive measures taken

o This assumes systems/libraries aren't asking locally for more money, which you
probably are in order to kick off some changes to save money down the
road

Improved service philosophy — change needs to happen to provide better
services

Under-resourced systems, libraries, and counties.

Which are likely to be resistant? Why?

Anyone who doesn't like change could resist; those most impacted by the
fransition

Folks who feel the brunt of redistribution of funds or diminished services

o Large, well-funded systems who have to take on smaller libraries with less
funding

Smaller systems asked to merge with larger — disparate power relationships —
"you're joining us"

o Example of systems cooperating and when writing memos, have to
alternate which name appears first

Anyone afraid for their job (system staff) — high risk, potentially low reward at
system level but not at library level

Smdll libraries — local control

o Alsc big winners — depends on percepfion and where you live, could go
either way

enable us to make an informed decision about whether this model is good af meefing
the current/future needs of public libraries? What additional informalion do we need?
Where might this information be available?

Risk/Reward dynamics for stakeholder groups (somewhat covered in 3 but less
adversarial)
Local control considerations
Cost analysis/funding
(lots of what could go here is already covered in 1)
Deemed most important by the group:
o Legislative strategy
o Transition Plan
o Pros & Cons for local libraries

Model Y Deep Review - June 8, 2018 Workgroup Documenfation 4
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2019 INTERSYSTEM AGREEMENT
between
Arrowhead Library System
and
Lakeshores Library System

Whereas, it is to the advantage of the people of the Arrowhead Library System and the Lakeshores Library System
that library materials be accessible to them; and

Whereas, library systems have been developed to promote access to materials available in organized collections in
locally supported public libraries;

Therefore, the parties to this agreement, in order to fulfill their obligations and purposes in accordance with Sec.
43.17(6) and Sec. 43.24 of the Wisconsin Statutes,

Hereby, do agree on behalf of the people in their areas and the public libraries that constitute their systems to allow
any person holding a valid borrower’s card from any library belonging to either system to have access to all of the
libraries belonging to either system. This arrangement, generally referred to as reciprocal borrowing, will be subject to
the following conditions:

1. Patrons who borrow materials under this agreement are required to:
a) conform to the rules and regulations of the library from which they borrow;
b) present a valid borrower’s card issued by their local library or by their library system as evidence
of their eligibility for this service;
¢) pay promptly all delinquency charges which may accrue against them.

2. The systems agree to assist each other, if necessary and upon request, in recovering materials.

3. Participating libraries may limit reciprocal borrowing to specific classes of materials at their discretion, but are
encouraged to provide unlimited access to materials that are available locally.

4. The systems agree to replace materials which are borrowed by their participating member libraries and are lost or
destroyed as a result of intersystem borrowing in accordance with this agreement. They further agree that
reasonable efforts will be made to reclaim such material or its value from the patron or library responsible for such
loss or destruction.

5. Materials may be returned to any member library of either system; it will be the system’s responsibility to return
the materials to the originating library.

6. Should the circulation of materials from any member library to residents of the other system exceed five hundred
(500), the member library may request remuneration according to Wisconsin Statutes 43.17(11), and may refuse to
honor valid borrowers’ cards if the request is denied by the other system.

7. Beginning in 2009, reimbursement to libraries for use of those libraries by residents of counties residing in areas
not served by a public library will be increased or decreased by 5 percentage points per year until the 70%
reimbursement level is met. The library systems involved will extend their financial services to disburse funds as
provided for with local formulas.

This agreement shall become effective January 1, 2019, and remain in force until the end of the calendar year. This

agreement shall be subject to such modification as may be mutually agreeable. Should either party wish to terminate
this agreement, notice must be received by August 1.

C:\Users\anice\Documents\Janice\Contracts\Arrowhead Intersystem Agreement - WalCo 19.docx




- MEMORANDUM OF AGREEMENT -

Arrowhead/Lakeshores Library System
2019 Intersystem Agreement

70% state average unit cost - previous year S 4.65
times Walworth Co. circulation to ALS residents without libraries 865
S 4,022

70% S 2,816

ALS formula payment to LLS for Walworth County Libraries S 2,816
70% state average unit cost - previous year S 4.65
times ALS circulation to Walworth Co. residents without libraries 7,470

S 34,736

70% $ 24,315

LLS formula payment to ALS for Walworth County Libraries S 24,315

Arrowhead Library System agrees to pay Lakeshores Library System in two equal payments on or before
April 30 and September 30: $2,816.

Lakeshores Library System agrees to pay Arrowhead Library System in two equal payments on or before
April 30 and September 30: $24,315.

Arrowhead Library System Board Lakeshores Library System Board

Board President Date Board President Date

System Administrator Date System Administrator Date

C:\Users\janice\Documents\Janice\Contracts\Arrowhead Intersystem Agreement - WalCo 19.docx
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